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Abstract 

The concept and implementation of human resource management (HRM) are getting transformed by 

artificial intelligence (AI) and are increasingly shifting from administrative record keeping to data-driven, 

predictive, and more autonomous decision making. This article offers a theoretical and conceptual analysis 

of the application of AI in HRM, and how machine-learning, NLP, predictive analytics and generative AI 

are being integrated into areas of HRM that are fundamental to HR processes, including recruitment and 

selection, onboarding, performance management, learning and development, employee engagement and 

retention. The article builds upon existing theoretical frameworks: the Technology Acceptance Model, 

socio-technical systems theory, the resource-based view, and current frameworks on AI in HRM, to 

suggest an integrated conceptual model that connects AI adoption to HR process transformation and 

employee outcomes, mediated by factors like transparency, perceived fairness, job security, and 

personalisation. The review also explores key issues such as algorithmic bias, data privacy, employee trust 

and the potential for dehumanising people management and considers the moderating effect of 

organisational context and ethical governance. The article ends by stating that the most significant value 

of AI in HRM will be through complementing human judgment, not replacing it, with a blend of 

technological efficiency, transparency, and focus on people. 

Keywords: Artificial intelligence; Human resource management; HR analytics; Algorithmic bias; 

Employee experience 

1. Introduction 

Past HRM systems have been dominated by manual work, subjective decisions and administrative record 

keeping, for dealing with the employee lifecycle (Claude, 2024). In the last ten years, though, AI – a group 

of technologies that encompass machine learning, natural language processing (NLP), predictive analytics, 

robotic process automation, and now, and more recently, generative AI – has completely revolutionized 

the role. The use of these techs is becoming more pervasive throughout the entire employee lifecycle, from 
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résumé screening and matching to performance analytics, learning recommendations, attrition prediction, 

and conversational HR support (Nawaz et al., 2024). 

This is quite noticed as a massive change. According to global surveys, companies are starting to use AI 

in many areas of HR, with organizations using generative AI to generate job descriptions to workforce 

planning (Hossain et al., 2025). An emerging trend in the scholarly literature on AI-HRM is observed, as 

a recent bibliometric analysis of 203 articles published between 2002 and 2024 reveals that the field has 

evolved from being primarily about the automation of mundane tasks to focusing more on strategic, 

knowledge-driven uses of AI and its impact on HR decision-making (Úbeda-García et al., 2025). The 

increasing number of studies on HRM and AI has yet to establish a clear conceptual framework that 

establishes how AI is linked to HRM practices and individual results as well as the ethical dilemmas it 

presents. 

The objective of this article is to fill this void by providing a theoretical overview and conceptual model 

of AI in HRM. It brings together existing theories and frameworks from technology adoption and 

organizational behavior with recent empirical evidence to describe the way in which AI reshapes HR 

practices, the impacts it creates on employees and organizations, and the drivers of empowering versus 

threatening experiences. The four themes explored in the discussion are the conceptual underpinnings of 

AI in HRM, supporting theoretical frameworks, applications of AI in core HR functions, and challenges 

and ethical considerations that need to be addressed in the responsible use of AI. 

2. Conceptual Understanding of AI in HRM 

The use of computational systems with human-like capabilities of pattern recognition, natural-language 

understanding, prediction and decision support to HRM processes (Pandey & Govilkar, 2025). AI-

powered HRM systems stand out from previous electronic-HRM (e-HRM) systems, which mainly 

digitized and automated transactional tasks like payroll and leave management, by their ability to learn 

from data, make predictions, and even create new content like job postings, interview questions, and 

personalized learning materials in the case of generative AI (Hossain et al., 2025). 

This multi-faceted nature of AI-HRM is being increasingly conceptualized as a socio-technical ecosystem 

comprising of algorithms, data infrastructure, HR professionals, managers, and employees working in a 

continuous manner. This is a 'AI-assisted HRM' paradigm, as it is an ideal paradigm that uses AI as an 

assistance to the human decision makers throughout the employee lifecycle, and the employee experience 

becomes an important missing link between the capability of the AI and the consequence of employee 

engagement (Malik et al., 2023). 

3. Theoretical Frameworks 

3.1 Technology Acceptance and Diffusion Theories 

The core elements of the Technology Acceptance Model (TAM) continue to be relevant in explaining the 

adoption of systems enabled by AI by HR professionals and employees: the perceived usefulness and the 
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perceived ease of use are two factors that will help influence adoption behaviour (Khan et al., 2024). As 

for HRM, TAM offers that AI will be more readily accepted when HR users believe they are getting clearly 

improved efficiency gains, such as increased speed in the shortlisting process or lowered administrative 

duties, and when the interface is easy to use and requires little training by the HR practitioner. 

3.2 Socio-Technical Systems Theory 

Socio-technical systems theory sees organizations as an interdependent entity of a technical and social 

part and suggests that both technical and social parts must be optimised in order to achieve the best results 

within the organisation and not only through the introduction of technology (Abbas & Katina, 2023). This 

lens is especially relevant for AI-HRM because it brings to the fore the importance of trust, skills and 

behaviours of human actors (HR professionals, line managers, and employees) in determining the benefits 

or resistance that AI can generate, as well as technostress and reduced job satisfaction. 

3.3 The Resource-Based View and AI as a Strategic Capability 

The resource-based view (RBV) perspective treats AI-powered HR analytics as an organizational asset 

that can be valuable, rare and hard to imitate and contribute to a firm's sustainable competitive advantage 

if supported by complementary human resources and organizational processes. Hossain et al. (2025) build 

on this logic for generative AI, suggesting a strategic HRM approach that integrates GAI capabilities with 

organizational strategies, workforce development and skills building, and governance arrangements to 

ensure the technology's benefits are realized as a performance tool and less as an efficiency tool. 

3.4 Extended AI-Assisted HRM Framework 

Building on the concepts of strategic HRM theory, Malik, Budhwar and Kazmi (2023) provide a model 

that extends the influence of AI on HR outcomes through process variables (transparency, personalisation, 

and perceived fairness) and moderates with the organisational and cultural context. This framework is 

significant as it explicitly accounts for the efficiency-oriented and human-centred aspects of the 

implementation of AI, making it a link between technical and social perspectives on AI-HRM 

transformation. This logic has been expanded in recent conceptual research that suggests AI's impact on 

HR processes and employee well-being comes in terms of transparency, job security, and personalisation, 

which is contingent on organisational context, further underscoring the importance of ethical governance 

and human oversight for AI in employee management (Artificial Intelligence in Human Resource 

Management and Employee Well-Being, 2025). 

3.5 An Integrated Conceptual Model 

Bringing these views together, the authors put forth an integrated conceptual model that posits that AI 

adoption (technical context) impacts HR process transformation along four dimensions: recruitment, 

performance management, learning and engagement, and organisational readiness and governance (socio-

technical context). The process-level changes, in turn, affect the outcomes related to the employees' 

experience of job, including satisfaction, trust, engagement, and retention, and influence these outcomes 

through the underlying mechanisms of transparency, fairness perception and personalisation, while acting 
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as a moderating buffer against undesired employee experiences, including bias and dehumanisation, 

resulting from ethical governance and human oversight. 

4. Applications of AI Across Core HR Functions 

4.1 Recruitment and Selection 

Recruitment is the most developed area of HRM that can be applied to AI. Tools that leverage AI can now 

help with résumé screening, candidate matching, chatbot-engagement, and automated interviews, and 

significantly enhance the hiring process and decision-making in some cases. Conversational AI's impact 

extends beyond application development to the candidate experience as well, with organisations 

leveraging an AI chat assistant to report significantly more applications completed and better candidate 

satisfaction in the hiring process. 

4.2 Onboarding and Employee Experience 

AI-powered onboarding software customizes the onboarding process, simplifies documentation, and 

offers on-demand guidance and support, minimising the time to productivity. Malik, Budhwar, Mohan 

and NR (2023) state that employees' experiences are the key intermediate factor between an organization's 

AI-based HR ecosystem and their engagement outcomes, further emphasizing that the value of AI lies in 

its creation around the information and emotional needs of employees rather than just for administrative 

convenience. 

4.3 Performance Management and Workforce Planning 

AI-powered performance-management systems provide ongoing, real-time data analytics to deliver 

feedback, competency mapping, and predict workforce planning insights. A literature review on AI in 

HRM that applies the PRISMA review protocol also reveals that AI is also being used in HRM for 

workforce planning, forecasting employee turnover, and conducting performance analysis, but the same 

research also states that the governance framework is important to ensure transparency and fairness in the 

use of AI tools in HRM (Transformative AI in Human Resource Management, 2024). 

4.4 Learning and Development 

AI can help to facilitate adaptive learning platforms that suggest individualised upskilling and reskilling 

routes to employees, reflecting their specific skill gaps, career goals, and company's workforce 

requirements. This is a relevant capability in the context of the rapid evolution of technological shifts, 

which are cited as one of the major factors driving AI-powered reskilling processes in HRM (Impact of 

Artificial Intelligence on HR Processes, 2025). 

4.5 Employee Engagement and Retention 

By using predictive analytics on engagement survey results, communication trends, and performance data, 

HR professionals can proactively address attrition risks and take action. The research by Nawaz et al. 

(2024) of IT workers revealed that the use of AI in HR was linked to greater accuracy, personalisation, 
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and time and cost efficiency, which all play a role in fostering more responsive and personalised 

engagement methods. 

4.6 Generative AI and Conversational HR Support 

Now with the advent of generative AI (GAI), AI has moved beyond prediction and classification to content 

creation and conversational interaction in HRM. According to a survey, a majority of organisations today 

are using generative AI in their daily operations, with HR-related use cases involving drafting job 

descriptions, policy documentation, creating interview questions, summarising candidate responses, and 

using HR chatbots to respond to employee leave, benefits and policy questions for 24/7 service (Hossain 

et al., 2025). To fully realize GAI's strategic applications in HRM, organizations must abandon one-off 

productivity tools and instead adopt a comprehensive strategic approach that integrates GAI capability, 

upskilling workforce programs, ethical boundaries, and change management efforts, as a one-off use of 

GAI without them may lead to inconsistent quality, confusion among employees, and reduced trust in HR 

communication. 

5. Organisational and Employee-Level Benefits 

The conceptual and empirical literature offers various consistent advantages of AI-driven HRM: more 

efficient, cost-effective automation of transactional tasks, better accuracy and consistency in candidate 

screening and performance assessment, greater personalization of learning, engagement and career-

development interventions and, finally, real-time, data-driven insight that enables more proactive 

workforce planning (Nawaz et al., 2024; Hossain et al., 2025). These benefits combine to make the HR 

function more strategic and data-driven in an organisation's decision-making process. 

6. Challenges and Ethical Considerations 

6.1 Algorithmic Bias and Fairness 

One of the most widely reported potential dangers of AI in HRM is its ability to create biased hiring and 

performance assessments. AI-enabled recruitment has been the subject of systematic literature reviews 

that have highlighted common patterns of bias stemming from the use of historical training data, proxy 

variables, and feature selection. These patterns tend to systematically disadvantage qualified candidates 

and perpetuate inequalities within the workplace (Albaroudi et al., 2024). In our multidisciplinary analysis 

of algorithmic hiring, we also highlight that fairness cannot be considered a purely technical attribute of 

an algorithm; it must be assessed in a wider context of law, organisation and society in which hiring 

decisions are taken (Fabris et al., 2025). Indeed, the human 'process experts' who manage the use of AI 

hiring tools are also key to influencing and shaping the practical implementation of algorithmic fairness, 

as demonstrated in the key role they play in both enabling and constraining the fairness of these tools, as 

confirmed by F-Cruz (2024). 
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6.2 Data Privacy and Surveillance Concerns 

The volume of data that must be gathered to fuel AI-HRM systems, including communication metadata, 

performance metrics, and behavioural indicators, poses serious privacy issues and may be seen by workers 

as an invasion of privacy over supportive analytics. These concerns can jeopardize the credibility and 

success of AI-HRM systems if there are no clear data-governance policies in place. 

6.3 Employee Trust, Technostress, and Job Security 

If not communicated and manually controlled, the use of automated HR systems could be a bad message 

for employees, resulting in technostress, reduced job satisfaction etc. But, as Kong et al., (2023) find, a 

high level of trust with AI and a quality relationship with AI has a strong effect on career sustainability – 

the psychological dimension of the relationship with AI is of paramount importance alongside its function, 

not only. 

6.4 The Risk of Dehumanised People Management 

One theoretical concern that arises is whether the worker becomes a mere data source for algorithmic 

analysis to the detriment of his or her autonomy and relationality, and to the advantage of administrative 

efficiency. This tension is why it is important to consider the argument of socio-technical systems: 

Optimisation of the transformation of AI-HRM should not just be technical, it should be optimised 

together. 

7. Strategic Implications for HR Practice 

The following illustrates the theoretical elaboration, and a number of strategic priorities, for HRM 

organizations wishing to adopt AI, are suggested. First, there are explicit governance frameworks that 

need to be in place to audit algorithms for bias, and clear accountability mechanisms for decisions made 

with AI, especially when it comes to hiring and performance assessment. Secondly, it is essential to have 

open communication with workers about collecting data, using them, and implementing AI-generated 

suggestions into the decision-making process. Second, transparency in employees around data collected, 

how it's used, and how AI-driven recommendations influence human decision-making is crucial for 

maintaining trust. Thirdly, HR professionals need to be equipped with the knowledge of AI, so that they 

can interpret and assess, ask questions about and challenge the results of the AI without blindly accepting 

them. Last but not least, AI-HRM strategy should be clearly aligned with employee-experience design, 

such that the value of the technology to the organisation is matched with the value to the employees 

themselves in terms of personalisation, responsiveness and support. 

The priorities also suggest an HR skill shift to new roles. In addition to domain-specific expertise in 

recruitment, compensation, or learning and development, HR practitioners have increasingly needed data 

and AI literacy to assess vendor claims, question vendor model outputs for bias, and convey findings and 

results of AI in straightforward and defensible ways to their personnel. Organizations that prioritize AI 

literacy as a key HR skill are more likely to harness the strategic advantages of AI and mitigate risks, as 

opposed to leaving it to the IT department. Establishing cross-functional governance teams, which 
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incorporate the views of HR, legal, data-science and employee-representative viewpoints, can help to 

ensure that AI systems are assessed not just for technical precision, but also for their overall organisational 

and human implications before being deployed on a massive scale. 

8. Conclusion 

AI is revolutionizing HR from an administrative role to a predictive and data-driven, and more 

importantly, strategic one. Theoretical models on the technology acceptance, socio-technical systems, the 

resource-based view of the firm and new models of HRM in the era of AI have a similar vision: the 

usefulness of AI for HRM is not solely dependent on the complexity of the algorithm, but on the ability 

to embed algorithmic capabilities into the human beings' decision-making process alongside the necessity 

of a clear governance framework and employee-friendly design. The conceptual model outlined in this 

article suggests that transparency, fairness perception, job security, and personalisation are important 

mediators between the AI adoption and positive HR and employee outcomes, and ethical governance is a 

critical component to preventing the biases, privacy violations, and dehumanisation that can otherwise 

occur with AI use. As such, organizations will need to take a stance of not only investing in but also 

building trust and monitoring into the implementation of AI, while at the same time investing in HRM 

processes, all while recognizing AI as a tool that complements rather than replaces human decision-

making. 
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