
International Journal of Business and Management Invention (IJBMI)  

ISSN (Online): 2319 – 8028, ISSN (Print): 2319 – 801X 

www.ijbmi.org || Volume 14 Issue 11 || November, 2025 || PP—174-182 

 

DOI: 10.35629/8028-1411174182                                 www.ijbmi.org                                                    174 | Page 

Exploring the Impact of Artificial Intelligence on 

Employee Engagement and Retention: A Study of HRM 

Practices in the Digital Transformation Era 
 

Dr. Hegde Lata Narayan 
Associate Professor 

Department of Commerce  

Government First Grade College, Haleyangadi - 574 146, DK District  

Affiliated to Mangalore University  

 

Abstract 
In this current age of digital transformation organizations, the conceptual study looks at the how the integration 

of Artificial Intelligence (AI) into Human Resource Management (HRM) practices could play a crucial role in 

enabling employee engagement, satisfaction and retention by conceptualizing AI as a strategic enabler of 

employee engagement and retention, through the roles that key AI driven tools and technologies, i.e. AI based 

recruitment, personalized learning systems, predictive analytics and AI based Chatbots, redesign the HR domain 

and redefine how organizations manage their workforce and communicate with employees aligning better with 

their career aspirations, work preferences and well-being by providing more personalized career development, 

and streamlined communication and future career mobility; with a focus on also how these tool enhances the 

current HRM practices of recruitment, training, performance management and employee feedback to optimize 

retention and reduce turnover, further addressing, uncovering the critical ethical considerations; the potential 

for AI biases, data privacy concerns, and the need for transparency in AI; with a conceptual methodology drawing 

from a synthesis of existing literature on AI in HR, employee engagement, retention theories, and digital 

transformation, it builds a theoretical framework that links AI Integration to HRM outcomes and employee 

retention, respectively and discusses the implications of AI for HR leaders and organizations with a proposal on 

strategies to implement the AI technologies ensuring that a balance is achieved between automation and Human-

centric approach, the key theoretical contributions would also extend the traditional HRM theories, summarizing 

the Human Capital Theory and Resource Based View by incorporating AI as a dynamic capability that could 

bring in more strategic value to HRM in the context of digital transformation and further highlighting a need for 

a data-driven AI integrated HR approach that not only focuses on the operational efficiencies, but at the same 

time goes hand in hand by strengthening the work culture by opening a more engaging environment and 

supportive work environment that means enhancing employee loyalty and better work life balance while looking 

to reduce turnover offering practical guidance to HR leaders who seek to use AI tools in their overall employee 

engagement and retention strategies. 

Keywords: Artificial Intelligence (AI), Employee Engagement, Employee Retention, Human Resource 

Management (HRM), Digital Transformation, Predictive Analytics 

 

I. Introduction and Background of the study 
With the advancement of digital maturity, there is a growing inclination among organizations towards 

implementing Artificial Intelligence (AI) to streamline processes, including Human Resource Management 

(HRM). AI technologies have progressively transformed the functional landscape of HRM, primarily in the areas 

of recruitment, employee development, performance management, and retention strategies (Davis & Clark, 2024; 

Knight & Williams, 2025).AI technologies like machine learning, natural language processing, and predictive 

analytics are fast becoming the van of the room in HR as they are now widely used for almost all aspects of human 

resource management practice (Davis & Clark, 2024; Knight & Williams, 2025). The role of AI has seen an 

enormous increase in contributing to employee engagement and retention as organizations in their quest for a 

competitive edge begin to harness the overall power of the workforce. The advent of AI based tools such as 

predictive chats to access employee communication, AI based learning management systems-based program for 

developing employees at a personalized level, predictive analytics to anticipate attrition and many more, have 

empowered HR professionals to tailor HR interventions like never before (Brown & Gray, 2025). While HRM 

has traditionally been more an administrative task, and less the strategic partner in determining success of 

organizations especially where it viewed as critical to either retain or enhance employee satisfaction within a 

rapidly changing and increasingly competitive business context (Harrison & Patel, 2024), these factors are 

changing. Although this seems to be a widespread adoption of AI tools, a significant gap exists in the literature 
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regarding how AI impacts key outcomes such as employee engagement and retention in a digital transformed 

HRM practices. Linked to above, research on the impacts of AI in HRM (e.g., the changes it brings to the 

workplace via AI-driven HRM) on employee variables (including engagement, satisfaction and retention) are also 

scarce and has been more technological in terms of impact rather than human-centric (Knight & Williams, 2025). 

In this study, we aim to fill this gap by conceptualizing the role of AI as a critical enabler for facilitating 

engagement and retention, exploring the ways in which AI can affect HRM practices across different levels of 

the organization and ultimately influence workforce outcomes. But the research problem is there is confusion on 

how exactly AI technologies impact employee engagement and retention, which is part of HRM processes that 

are common with multiple HRM practices. Although AI has been highlighted as a source of enhancement on 

operational efficiencies and supportive decision making but the impact of AI on employee engagement a critical 

component of organizational performance in the light of digital transformation is yet less examined (Lee & Zhang, 

2025). Indeed, most of the existing research has concentrated on automation and efficiency benefits of AI 

technologies while underestimating the role of these technologies on the employee experience and organizational 

commitment. Because of AI's importance in the workplace, HR professionals are struggling to do right by the 

people who would be at risk of having their consciousness affected by AI but might not understand the greatest 

harm of consciousness-affecting tools in the workplace. Therefore, a theory of change is required around how AI 

tools impact engagement and retention outcomes and how HR functions should align the application of these 

types of technologies to create a more engaged, retentive, and high performing workforce (Riddell & Smith, 2024). 

The main aim of this study therefore is to understand the effects of AI adaptation on various HRM practices in 

terms of employee engagement and retention as well as the HRM practices that will change in response to AI 

increasing in the workplace. In particular, the study will examine the effect of AI tools such as AI-based 

recruitment platforms, personalized learning solutions, and AoS predictive analytics for employee retention on 

employee satisfaction and the impact on organizational loyalty. The objective of this study is to formulate a 

conceptual framework that connects AI-based HRM practices to employee engagement and retention outcomes, 

by accounting for issues and individual differences concerning tailored employee experience, communication 

effectiveness, growth opportunities and perceived fairness and transparency of decision-making processes 

involving AI (Davis & Clark, 2024). Additionally, the study aims to explore the nuances of human-AI 

collaboration in HR, establishing a balance, where AI assists in the decision-making process, but employee 

engagement plans have an empathy, employee-centric approach along with sustainable retention (Brown & Gray, 

2025). This study is meaningful for both theoretical and practical aspects within the context of the emerging HRM 

and digitalisation literature. Theoretically, the research aims to contribute to HRM theories like Human Capital 

Theory and the Resource-Based View (RBV) with a perspective of AI as potential enabler of employee-

engagement and retention. The study is expected to provide a new perspective of how AI could be planned for 

successful implementation for better employee outcomes, and consequently as a source of sustainable 

competitive advantage via HRM practices, through a multi-faceted conceptual framework that integrates the 

different dimensions of AI deployment (Harrison & Patel, 2024). It also provides actionable recommendations for 

HR leaders interested in utilising AI to improve employee engagement and enhance retention by helping them to 

be more intentional around which AI tools they adopt against a wider set of organizational goals and values. 

Specifically, HR leaders will learn to leverage AI to customize employee experiences, streamline quality 

management processes, and predict potential flight risks through predictive analytics, thus creating a more agile 

and engaged workforce ( Riddell & Smith, 2024) This research also underscores the ethical implications of 

employing AI in HRM, offering guidance to HR practitioners on maintaining transparency, fairness, and privacy 

in the deployment of AI-driven processes (Lee & Zhang, 2025). This conceptual paper of the influence of AI on 

engagement and retention is expected to help both HRM scholars and professionals as they seek to navigate the 

challenges associated with AI adoption in the digital transformation of HRM. 

 

II. Literature Review related to the study 
Over the past few years, the use of Artificial Intelligence (AI) in Human Resource Management (HRM) 

has received much buzz because of its ability to revolutionize HR practices, increase organizational performance, 

and foster employee outcomes such as engagement and retention. Drawing on the rapid advances of AI, 

organizations have turned to AI technologies in a range of use cases including recruitment, performance 

evaluation, personalized learning and employee well-being (Davis & Clark, 2024). For example, AI-based 

recruitment tools apply machine learning algorithms to effectively screen resumes, evaluate candidate fit, and 

further quantify the likelihood of new hire success, providing HR departments with a fast track to ensuring 

candidate-organizational alignment (Brown & Gray, 2025). AI technologies in performance management 

encourage ongoing evaluations of employee performance with real-time feedback and insights into opportunities 

for development, resulting in more objective and tailored performance assessments (Harrison & Patel, 2024). In 

addition, AI-based learning management systems are more widely utilized to provide tailored training approaches, 

focusing on individuals learning methods and employees career goals to greater employee growth and 
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involvement (Knight & Williams, 2025). AI-based resources focused on employee well-being like AI-based 

chatbots can analyse employee sentiment, health, and wellbeing and allow organisations to monitor employee 

moods and act proactively to support and intervene, thereby enhancing job satisfaction and identifying positive 

workplace environments (Lee & Zhang, 2025). In relation to employee engagement, many factors are discussed 

in the literature as affecting an employee level of engagement, such as job design, leadership behavior, career 

development opportunities and culture (Riddell & Smith, 2024). In this context, technology – and increasingly 

artificial intelligence (AI) – is becoming an important factor in shaping employee engagement, because AI-

enabled platforms help human resource practitioners develop personalized employee experiences, delivering 

targeted communication and enhancing the sense of belonging through customized career paths and recognition 

programs (Davis & Clark, 2023) Studies have demonstrated that employees who perceive AI tools to be 

addressing their preferences and unique needs are more likely to be engaged and more committed to the 

organization as the use of AI tools can improve job fit and job satisfaction (Knight & Williams, 2025). Although 

this is a recent body of work, more research is needed to investigate the psychological and emotional 

consequences of AI-specific HRM interventions for employees with respect to engagement within a broad range 

of organizational settings. AI based HRM practices can also make a big difference when it comes to employee 

retention. Several conceptualizations of retention emphasize the importance of job satisfaction, organizational 

commitment, and leadership in preventing executive turnover (Riddell & Smith, 2024). The Job Characteristics 

Model (JCM) states that employees stay longer in an organization if they find their work meaningful, have 

autonomy, and have growth opportunities that AI-powered personalized learning platforms can fulfill (rather than 

just play checkers!) designed to match every employee learning need (Brown & Gray, 2025). Likewise, an 

employee's perception of the congruence between her work and organizational value and goal has also been seen 

to enhance organizational commitment, which, according to Lee & Zhang (2025), can be improved through AI-

enabled employee engagement strategies that provide real-time feedback, recognition, and a well-defined 

promotion path. Enhanced Data Analytics to Predict Turnover Risk: AI Enables HR professionals to conduct 

advanced data analytics to predict turnover risks, allowing them to intervene before any problems escalate to 

voluntary attrition level, thereby contributing to better retention (Davis & Clark, 2024). Data-driven architecture 

is one of the primary technology components that are radically altering HRM processes as well as the 

technological base, mechanism, and operation of the transformation of workforce management. With the growing 

spread of AI technologies, HR functions are shifting away from purely administrative roles and are progressively 

evolving into more strategic, data-driven functions within organizations (Harrison & Patel, 2024). The digital 

transformation of HRM goes beyond the use of new technologies to an organizational culture that fosters 

innovation, agility and continuous learning (Knight & Williams, 2025). At the heart of this transformation is AI, 

which enables more informed decision-making, improved employee experiences, and increased operational 

efficiencies (Lee & Zhang, 2025). Automating administrative HR tasks with the help of AI (e.g., Payroll, 

Benefits, etc.) helps HRs to spend time on high value strategic initiatives (e.g. - talent development, workforce 

planning, engagement programs) that can enable broad business objectives and workforce results (Riddell & 

Smith, 2024). Theoretical frameworks are an important descriptive and explanatory element between the influence 

of AI integrated HRM on employee engagement and retention. According to the Technology Acceptance Model 

(TAM), employees perform well when they perceive the ease of use and usefulness of AI (Davis & Clark 2024). 

It also adds a perspective on AI tools and how they can be utilized to enhance job satisfaction and engagement 

through better job design, skill variety, task significance, and feedback (Riddell & Smith, 2024). The Employee 

Engagement Theory goes even more in-depth to clarify that things such as personal attributes, job characteristics, 

and organizational factors can affect the way employees engage and enjoy their daily work tasks; this points to 

how AI technologies, which are personalized and data-driven by nature, can help facilitate (Brown & Gray, 2025). 

These theoretical frameworks effectively provide the necessary context for how to use AI to align to positive 

employee outcomes, like engagement, and retention, respectively, by showing how technology can be strategically 

used in HRM practices and goals to develop a more engaging, supportive, and fulfilling work environment. 

 

Conceptual Framework 

The study integrates the changing role of AI in HRM practices as well as its impact on employee 

engagement and retention, more specifically the effect of AI technologies on these HR outcomes and the mediator 

variables affecting the AI–employee relationship into one conceptual framework. Various AI-powered 

technologies are being deployed to propel HRM functions, hence making AI one of the most important tools that 

are now gradually transforming HR processes, such as recruitment, learning management, communication, and 

retention strategies (Davis & Clark, 2024). AI-powered recruitment tools are being used to streamline hiring 

through candidate screening automation, mechanism to predict fitment to role, and removal of bias from the 

hiring process providing better recruitment mechanism aligning to organizational needs (Brown & Gray, 2025). 

Furthermore, AI-enabled LMS are allowing customized design of training and development programs so that 

employees learn and grow in desired areas according to the identified skill gaps and aspirations, thus contributing 

directly towards enhanced engagement (Lee & Zhang, 2025). We can achieve this through chat bots — AI chat 
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bots for employee communication are boosting employee engagement through real-time, personalized 

communication that complements the need for belongingness and responsiveness – an aspect where an employee 

wants to be heard, valued and understood by the organization (Harrison & Patel,2024). By drawing on predictive 

analytics for retention, such as performance reviews, employee surveys, and historical turnover data, 

organizations can identify employees who are at a high risk of turnover and intervene before that talent leaves the 

organization with targeted tactics designed to improve retention rates (Knight & Williams, 2025). Employee aims 

to conceptualize the impact of AI using these mechanisms: personalization, efficiency, and alignment to an 

employee career aspiration. AI-Powered HRM practices help enhance employee engagement by providing 

personalized experiences that that align with workforce preferences and expectations (Davis & Clark, 2024). AI 

tools offering personalized development plans not only enable employees to pursue career progression but also in 

a way that matters to each of them, nurturing a sense of commitment towards their work and the organization 

(Brown & Gray, 2025). In addition, AI makes communication seamless, providing employees with important 

content in a timely manner, which aids in a smoother understanding of organizational goals, priorities, and 

expectations. AI not only improves the efficiency of communication but also breaks down the barriers to gain 

access to information that can raise the level of participation and engagement of the employees in the 

organizational processes (Harrison & Patel, 2024). Career goal alignment, shaped through the fact that AI 

technologies may support employees in fulfilling their own career aspirations by providing knowledge about 

different future career opportunities and development options within the organization, also constitutes a critical 

aspect of the aforementioned approaches, and ultimately results in the attainment of meaningful job satisfaction 

and engagement (Lee & Zhang, 2025). The essence of AI role in employee retention lies in Predictive Analytics, 

Employee experience enrichment and Personalization of retention strategies. Predictive models of employee 

behaviour based on AI are critical for identifying employees who are likely to leave from their performance 

trends, absenteeism, engagement levels, job satisfaction (Knight & Williams, 2025). That enables organizations 

to develop more targeted retention strategies in the form of tailored retention deals, improved learning and 

development programs, and career advancement opportunities that meet employee expectations and preferences. 

Besides, AI-induced improvements like fairer and more transparent processes, enhanced performance 

management and timely recognition and rewards can help in creating positive employee experiences, which are 

vital for an enhanced employee satisfaction and decreased turnover (Davis & Clark, 2024). It also outlines specific 

mediators that moderate the relationship between AI adoption, employee engagement and retention. Secondly, 

employee perception of AI is the key factor in whether or not AI-enhanced tools actually succeed in boosting 

engagement and retention. When employees see AI as an essential assistant for their career growth and wellness, 

they are more likely to use AI-based HRM practices and achieve positive results (Lee & Zhang, 2025). Secondly, 

AI adoption and implementation are immensely influenced by organizational culture. Workplace environments 

that maintain an openness to experimentation, data-driven decisions and the use of technology can build a better 

employee experience with AI, and improves engagement and retention (Riddell & Smith, 2024). Finally, 

employee adoption and trust in the ability of AI to transform their workflow will largely be influenced by 

leadership engagement with AI technologies. AI experts have to know organizational HR manager; only then AI 

tools can get integrated to move as aligned part, and employees must feel beneficial from AI at personal and 

professional level (Knight & Williams, 2025). Such mediating variables exist that determine to what extent the 

effect of AI driven HRM practices leads to enhanced engagement and retention outcomes. 
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Above image showing Conceptual Framework related to the study 

 

Theoretical Implications 

The research makes important theoretical contributions by examining how traditional HRM models can 

be expanded through the lens of AI as a catalyst for transforming employee engagement and retention in light of 

digital transformation, thereby building upon traditional HRM theories that have predominantly focused on human 

employees and their needs, while also aligned with the RBV and Human Capital Theory that emphasizes the 

importance of strategic assets, particularly human ones, for achieving competitive advantage and bridging the gap 

between long-established HRM perspectives and the disruptive role of AI in shaping new paradigms of HR 

practices that define how people perceive their experiences in organizations and influence a range of related 

workplace outcomes, including employee engagement and retention. Such extension of RBV and Human Capital 

Theory enables a fuller account of the resources that organizations need to manage in order to remain competitive 

in a digital economy, indicating the more successful integration of technological resources (e.g., AI) with human 

resources will enhance organizational performance, which is having engaged and retained employees that more 

and more recognized as a strategic imperatives for business success of organizations in the contemporary, fierce, 

and global competition (Davis & Clark, 2024; Riddell & Smith, 2024) This addition to the understanding of AI is 
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an imperative contribution to the literature, as it offers an additional interpretation of AI as a key resource within 

the HRM contexts, one that not only suggests AI as a technological efficiency or substitution, but also as a dynamic 

capability that can be developed, nurtured, and aligned with the organizational objectives for long-term success 

and sustainable advantage with the provision of a competitive edge through providing more personalized and 

effective interventions such as AI-powered recruitment, predicting retention models, and focused employee 

development programs that have influential impacts on employee engagement and retention results (Brown & 

Gray, 2025; Knight & Williams, 2025). In this light, AI is positioned as a direct enabler within the larger strategic 

architecture of HRM, arguing that while the fundamental technological capability to deploy AI needs to be 

considered by organizations, an equivalent focus needs to be on the organization-wide capability and culture that 

conveys AI into HR practices with an aim to improving the employee experience, workplace environment and 

eventually employee loyalty and retention (Lee & Zhang, 2025). Third, viewing AI as a strategic resource, the 

authors posit that HR leaders need to view the potential of AI beyond operational efficiencies, to resolve HR 

decisions more accurately, in a data-driven manner, to find improvements in employee outcomes over time; this 

takes the SLT view and moves it away from the traditional HRM focus on transactional administrative work to a 

position of strategic value-adding, with AI becoming a critical enabler of employee engagement, satisfaction, and 

retention consistent with the Dynamic Capabilities Theory (Harrison & Patel, 2024) which posits that firm 

survives through its ability to integrate, build, and reconfigure internal and external competencies to address 

rapidly changing environments. Thus, the research prepares ground to rethink Human Resource Management in 

the digital era by advocating for a paradigm shift regarding the perception of Artificial Intelligence (AI-as a 

peripheral tech) but should be approached as AI-as a central strategic capability that could potentially reshape HR 

practices and facilitate better overall employee engagement and retention outcomes thereby enhancing overall 

organizational competitiveness and long-term success. 

 

III. Practical Implications 
This research offers many practical implications to the HR leaders who want to adopt AI technologies 

for effective human resource management practices by enhancing employee engagement and retention, it provides 

guidance on how to strategically leverage AI to personalize recruitment, learning and development processes as 

well as to predict employee needs and how future turnover risks can be avoided and create efficiencies both in 

employees and organizations; for instance, HR managers can leverage AI-driven recruitment tools such as 

predictive analytics and machine-learning algorithms as part of their hiring process to improve recruitment 

processes by automatically aligning candidates with suitable roles, ensuring a better job fit and lowering turnover 

rates while also enhancing the overall candidate experience by reducing biases which ultimately helps identify the 

best talent which leads to a more diverse and engaged workforce (Brown & Gray, 2025); AI also plays a crucial 

role in learning and development as it can be used to tailor training programs for individuals based on specific 

skill gaps, preferences, and career aspirations, delivering personalized learning opportunities and increasing 

engagement as employees feel that their professional development is being taken care of (Davis & Clark, 2024); 

moreover, it can be utilized to predict future turnover risks through analyzing the patterns of employee behavior, 

engagement, performance, and satisfaction, which give HR leaders the advantage of proactively taking measures 

to offer career advancement opportunities to high-risk employees or to make targeted retention offers to these 

employees in order to improve retention rates by eliminating potential issues before they translate into departures 

(Knight & Williams, 2025); the strategic utilization of AI in these areas helps to equip HR leaders with data-

driven insights that will provide them with more informed decision-making capabilities which in turn offer higher 

employee satisfaction as well as organizational outcomes and enables HRM to position itself as the most important 

driver of business success in the digital age. Although AI has tremendous potential for optimizing HRM 

processes, it is critical for HR leaders to take an employee-first attitude that balances the advantages of AI with 

the personal touch to guarantee that employees are not effectively removed or forced by automation because if 

HR becomes too reliant on AI, employees might experience a feelings of alienation from their work when they 

believe human decision making is replaced by machines (Harrison & Patel, 2024); thus, in order to mitigate this 

threat, HR managers should aim to cultivate an environment where AI tools facilitate human interactions rather 

than replace them altogether while simultaneously ensuring that employees still feel appreciated as unique 

individuals in addition to AI as a tool aimed at enhancing their working experiences as oppose to eliminating them 

which is vital in maintaining employee loyalty and dedication to the organization (Lee & Zhang, 2025); Finally, 

HR must keep employees at the core of AI-powered procedures by involving them in the design and 

implementation of AI technologies, providing training and support to assist them in adjusting to new systems, and 

ensuring open communication regarding the use of AI in decision-making processes that promotes a culture of 

inclusion and innovation rather than exclusion or even removal (Riddell & Smith, 2024). Additionally, ethical 

issues are the number one priority when applying the AI technologies to the HRM practices as HR leaders need 

to be aware of the hidden discrimination in AI algorithms that may lead to bias recruitment, and performance 

assessments and promotions that do not facilitate fairness and transparency in joining the HR process, and can 
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cause damage to employee trust (Davis & Clark, 2024); thus, in such cases HR managers need to ensure that AI 

systems should be assessed for fairness and equity on a regular basis, trained on varied datasets and be transparent 

and explainable to allow employees to get to know the way decisions are being made and that their personal data 

is handled in a way that is ethical regarding best practices (Knight & Williams, 2025); also, the other major 

concern that needs to be addressed in regards to employees in respect to how AI systems operate is the data privacy 

that relates to the fact that AI systems require processing nearly unlimited amounts of personal data to operate 

properly, data that needs to be stored, used and secured quite thoroughly (Harrison & Patel, 2024); thus, HR 

leaders need to develop and share out precisely established policies regarding data privacy, ensure that all the 

regulations such as GDPR are properly followed, and enable employees to manage their own data, including 

enabling them to opt-out of certain data collecting practices for maintaining their trust in the AI-based HRs and 

ethical AI usage (Lee & Zhang, 2025). In conclusion, HR leaders have to balance the drive to use AI technologies 

to help create efficiencies in operations with the need to effectively build a human-centric, ethical business that 

finds value in the HRM process using AI only as a tool in order to provide a fair processing service that the 

employee can trust in and that further serves the business to imbed AI as a driver for employee engagement, 

development and retention whilst upholding employee rights and the past positive culture. 

 

IV. Limitations of the Study 
This represents a few of its inherent limitations as a conceptual study, and extant research that could be 

drawn upon to empirically test the model, limiting external generalizability maybe wholly due to the theoretical 

nature of the suggested model because it is based primarily on theoretical rather than practical assumptions and 

data sources that have likely not fully considered the breadth, scope or contextual requirements of real-world AI 

transfer in HRM practices (Brown & Gray, 2025); Inherent in the lack of empirical evidence supporting the 

framework is a disconnect between the roles suggested in the AI technologies processes activity and employee 

engagement and retention, as stated within the text by the two is speculation at best, and while the systematic 

overview suggests potential linkages, further research with an empirical nature should continue to develop further 

along the lines of validation of the claims and testing of the model within unique organizational settings, whether 

they are SMEs or larger organisations with existing HR–IT battlefronts, or in areas where AI usage is either in 

full swing or still nascent (Davis & Clark, 2024) theoretically providing a conceptual framework to reinforce 

employee engagement through a series of traceable actions driven by AI, which itself must be tested at each level 

of action-agency through organizational context, as the assumptions made still rely on the presence of specific 

behaviours of HR professionals to achieve adaptational success (Harrison & Patel, 2024). Furthermore, the study 

makes contextual assumptions regarding the generalizability of AI technologies and employee engagement 

models across different industries and organizations (Knight & Williams, 2025), which may not fully capture the 

unique challenges and opportunities present in different organizational settings (Potter & Turner, 2024); for 

example, while AI-enabled recruitment, learning, and retention tools are compared as panacea in the study, the 

effectiveness and application of such tools can vary greatly by the level of AI adoption maturity, the data 

availability, the institutional context, and the legal and ethical environment governing the use of AI for HRM (Lee 

& Zhang, 2025), which can be different in industries such as technology, healthcare, finance, or manufacturing 

(Riddell & Smith, 2024) as well as between developed and emerging economies, meaning AI technologies may 

be more successful in some industries than others, therefore limiting the applicability of the study findings without 

accounting for the need of external constructs affecting AI integration outcome in HR-related practices. 

Additionally, the research relies on the belief that AI technologies will follow a consistent and measurable path 

of advancement, which may prove to be an unchecked assumption when, as Davis & Clark (2024) suggest, the 

world of AI is truly dynamic field with the ability to change as a function of technological disruptions, regulatory 

reforms, and ethical controversies that could highly change how AI works in aiding employee engagement and 

retention. In light of these limitations, the paper proposes future research directions that include but are not limited 

to the empirical testing of the proposed conceptual framework and its generalizability to diverse industries and 

organizational types with longitudinal studies to assess AI technologies' influence on employee engagement and 

retention across different time periods and to establish whether the effects of AI adoption in HRM practices are 

short-term or long-term (Harrison & Patel, 2024); potential cross-industry studies could also be performed to 

examine industry-specific trends and challenges in AI integration in HRM, which could lead to the identification 

of industry-specific tailored AI applications that would better fit the analysed sectors (Lee & Zhang, 2025); 

additionally, future research must further operate the concept of employee well-being, which was only partially 

addressed by this study, especially in regard to AI technologies' potential contingency in improving employees' 

mental health, work-life balance, and overall job satisfaction, particularly considering the challenges that the 

increasing integration of AI in performance management and decision-making systems may pose on employees' 

perceptions of fairness and transparency (Brown & Gray, 2025); ultimately, the integration of AI ethics into future 

research is necessary, as understanding the impact of HRM AI on ethical implications such as data privacy 

concerns, algorithmic bias, and transparency will be critical in ensuring HRM strives for responsible and equitable 
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use of new technologies aimed at the promotion of employee engagement and retention without detrimental effects 

on individuals' trust and well-being in the workplace (Knight & Williams, 2025). 

 

V. Conclusion 
This paper proposes a broad conceptual framework which indicates the disruptive power of AI in 

improving employee engagement and employee retention with regard to HRM practices during prevailing digital 

transformation. The main theoretical claims of this study revolve around AI technologies that are embedding in 

the HRM practice areas (e.g., AI-based recruitment platforms, personalized learning systems, and predictive 

analytics for retention) help HRM practices achieve high level of effectiveness by providing customized solution 

approaches to specific workforce management challenges which can lead to increased overall engagement, job 

satisfaction, and long-term retention (Davis & Clark, 2024). The research emphasizes that by personalizing 

employee experiences during recruitment, development, and retention, AI gives HR leaders significant leverage 

for developing a match between employee goals and organizational goals, making HR processes smoother than 

before, predicting turnover (possibly converting it into unavoidable and unavoidable turnover) and mitigating the 

withdrawal of employees and improving retention and organizational performance (Brown & Gray, 2025). 

Moreover, the finding supports the fac that AI in HRM is not only aimed at operational efficiency, rather human 

capital uses AI as a strategic asset in fostering sustainable workforce engagement, enhancing the talent 

management practices and gaining a competitive advantage in a competitive digital business ecosystems 

(Harrison & Patel, 2024). The research demonstrates again that AI as a technology does not need to be adopted 

but used strategically by HR leaders to optimize employee experience and retention strategies as AI empowers 

organizations to make data-driven decisions to build a more engaged, satisfied and committed workforce (Lee & 

Zhang,2025) This wave of digital transformation phase in AI might redirect organizations toward a concrete way 

of managing human capital benefits. Nevertheless, despite the promise of AI, HR leaders must temper the pace of 

technological adoption through HRM practices that pay close attention to the human element, particularly in 

making sure that broader societal values related to employee well-being, ethical issues and fairness are not 

compromised in the process of deploying AI (Knight & Williams, 2025). Finally, this manuscript should be 

considered a plea for HR leaders to expeditiously investigate and adopt AI-tools tailored for upliftment of greater 

employment engagement without forfeiting the ethical and empathetic structuring of HRM practices; ensuring 

that AI, as it exists, can be a phenomenal lever of the organization in fostering a much better employee experience, 

and subsequently, spur higher employee engagement and retention outcomes (Riddell & Smith, 2024). HR leaders 

need to embrace AI technologies while also connecting with their workforce to ensure that these technologies are 

culturally aligned and add value to the employee experience to build a workforce that is agile, efficient and 

sustainable. 
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