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Introduction of payroll, compliance reporting, and personnel

record keeping. These activities were facilitated
Human resource management (HRM) has been pIng

by the Early Human Resource Information

traditionally understood as an administrative and o
Systems (HRIS) that digitised the data storage

transactional area that carries out the basic tasks ) ] ]
and provided the interest of basic process
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efficiency, yet it was not able to anticipate and
predict (Matler, 2017). With the dynamism of
talent in organisations becoming more complex,
the traditional HRIS can no longer support the
requirements of the modern workforce

management.

The fast-paced progress of artificial intelligence
(AI), machine learning, and the analytics of big
data has triggered the creation of intelligent HR
systems that are not based on automation but
suggest intelligence, prediction, and personalised
decision support. HR cognitive systems can learn
based on organisational data, discover patterns,
adjust to changing situations, and provide
prescriptive information about HR functions,
including  talent acquisition, performance
management, learning and development, and
employee engagement (Duan, Edwards, and
Dwivedi, 2019; Ubeda-Garcia et al., 2025). These
systems make HR a strategic, evidence-based
activity that is reacting to and process-oriented
rather than being a tactical activity that leads to

organisational agility and competitiveness.

The context of this change is the shifting digital
disruption, acceleration and volatility of skill
needs. It has been proposed that a large part of
the worldwide labour force would need
substantial reskilling owing to automation and the
shift in job duties and abilities by Al (World
Economic Forum, 2025). With the increasing
pace of skill obsolescence, organisations will have
to implement smart HR systems to enable them
to carry out continuous skills mapping, predictive
workforce planning, and customised learning
journeys (Leicht, Zupic, and Znidarsic, 2023).
Devoid of these, companies are at risk of talent
crunch, diminished innovation power and

diminished employee engagement.

There are also several organisational issues that
Al use in HR solves. To enhance the process of
attraction, predictive analytics can help identity
and make offers to candidates based on the job
requirements instead of the job title and can
minimise time-to-hire and eatly screening bias
(Ivanov, Webster, and Berezina, 2017).

Algorithms' personality training
recommendations are used in learning and
development to make training more relevant and
engaging to a learner (Suen, Huang, and Lee,
2023). It has also been found that Al-based HR
analytics can improve the quality of decisions,
assist in the fairness of work assessment, and
predict the risk of turnover, which in turn allows
implementing proactive retention policies (Leicht
et al, 2023; Sharma and Sharma, 2025).
Nonetheless, governance is necessary to
implement Al in practice and achieve
transparency, reduce bias, and maintain trust
among employees (Naoum, Szakadati, and
Balogh, 2020).

IBM is a case of advanced application of
cognitive HR. IBM has been incorporating Al
technologies into its talent management
framework since the early 2010s, using systems
including Watson to assist in skills inference,
career coaching, predictive engagement analytics,
and personalised development pathways. Instead
of focusing on hiring externally, IBM has placed
importance on reskilling and internal mobility,
where Al is used to develop dynamic skill
portraits and recognise workforce capability gaps.
These innovations embrace strategic workforce
planning as well as employee-focused

experiences.

Nevertheless, although the practical implications
of Al in HR are extremely important, the
scholarly literature is still disjointed. The wvast
majority of the empirical literature is limited in its
scope in that they seek to understand how Al can
be integrated in one specific HR function, e.g.
recruitment or learning analytics, instead of the
broader picture of how Al can be implemented
throughout the talent management lifecycle in
organisations. Moreover, very little literature
examines mature adopters who have completely
adopted cognitive HR systems and have no
understanding of the long-term  results,
integration issues and ethical governance in
practice. This gap needs to be filled in to promote
the development of theoretical knowledge and
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practical recommendations that can be used to

take care of responsible Al implementation in
HR.

This paper will analyse the IBM cognitive HR
transformation to learn how Al can facilitate end-
to-end talent management, as it has its advantages
and difficulties. This study will add to the
literature on Al-enabled HRM and contribute
evidence-based information to practitioners and
policymakers by examining the concept of Al
implementation ~ in  recruitment, skills
management, learning, performance, and
retention.

1.1 Research Problem

Artificial intelligence (A) has recently emerged as
a salient subject in the research of human
resource management (HRM); however, the
current researches are still disjointed. Empirical
studies mostly focus on the use of Al in
standalone HR services, including recruitment
automation, learning analytics, performance
appraisal algorithms, or employee engagement
software. These functional research studies are
insightful but do not clarify how various Al-
enabled practices can interplay in one
organisational system to bring about strategic
talent results.

Many of AI-HRM studies are based on surveys,
experiment or conceptual models. The literature
on the topic is deficient in thorough
organisational case studies, which capture the way
in which Al is implemented over the years, how
it may be integrated into the daily routine of HR
processes, and the experience of these systems in
practice by employees and  managers.
Consequently, little is known about the actual
organisational dynamics by which Al alters the
talent management approaches to attracting and
retaining talent.

Additionally, there is a lot of research on initial or
pilot Al implementations. Early adopters Mature
adopters: Organisations that have incorporated
Al into their HR framework over a few years are
seldom looked at in detail. This leads to a

knowledge gap regarding the long-term
outcomes, integration of systems, governance
mechanisms, and cultural shifts towards Al-
based HR systems.

Lastly, even though such ethical concerns as bias,
surveillance, transparency, and data privacy are
popularly  debated theoretically, empirical
evidence is limited on how organisations virtually
address these issues when scaling Al in HR. In
the absence of such evidence, scholars and
practitioners have no guideline on how to balance

innovation and responsibility.

Hence, the fundamental research question of the
proposed study is the deficiency of
comprehensive, systematic empirical insights into
how Al helps to transform end-to-end talent
management in an established organisation and
how this type of system impacts organisational
performance, human experience, and practical
ethical governance.

1.2 Research Objectives

According to the gaps in the available literature,
as well as the increasing strategic significance of
artificial  intelligence in  human resource
management, the proposed study aims to
accomplish the following goals:

1. To examine how Al is integrated across
the talent management lifecycle at IBM, including
attraction,  skills  identification,  learning,
performance management, engagement, and

retention.

2. To analyse the organisational and
employee-level outcomes of Al-enabled talent
management, particularly internal mobility,

workforce agility, engagement, and retention.

3. To understand how Al adoption
transforms the strategic role of HR and

contributes to organisational capability.

4. To explore how ethical governance,
transparency, and trust shape the effectiveness of
Al-based HR systems.
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5. To develop a transferable, system-level
framework for responsible Al-enabled talent
management.

1.3 Research Proposition
Proposition 1: Al and Talent Processes

Al  integration across recruitment, skills

management, learning, performance
management, and retention functions leads to a
more integrated and  predictive  talent

management system.

Proposition 2: Outcomes of Al-Enabled
Talent Management

Al-enabled talent management improves internal

mobility, workforce agility, employee
engagement, and retention when implemented as

a system rather than as isolated tools.
Proposition 3: Strategic Role of HR
Adoption of Al in HR transforms HR from an

administrative support function into a strategic
organisational capability.

Proposition 4: Role of Ethical Governance

Ethical governance, transparency, and employee
trust significantly shape the effectiveness of Al-
based HR systems.

Proposition 5: Framework Development

Insights from mature Al adoption can be
synthesised into a transferable framework to
guide responsible Al-enabled talent management

in other organisations.
1.4 Significance of the Study

This paper has merit in theory, practice, and
policy in the area of human resource management
and artificial intelligence.

Theoretical Significance

The research in question provides an addition to
the HRM and management theory through the
expansion of the Human Capital Theory and the
Resource-Based View to the context of artificial
intelligence. It shows why human capital can be
changed into a  dynamic, data-driven

organisational capability by Al-enabled HR
systems. The focus on Al as a strategic resource
rather than a tool and its inclusion in the
organisational routines contributes to the
increasing body of literature on digital
transformation and strategic HRM. It also
deepens social-technical views indicating how
technological systems and human practices need
to be aligned together to achieve success in the
adoption of Al

Empirical Significance

Proper empirical case studies of mature adopters
of Al in HR are lacking. The idea of considering
IBM as a long-term and progressive user of
cognitive HR systems gives the present study a
wide range of empirical evidence on the process
of Al implementation throughout the talent
management lifecycle. It records actual
organisational practices, results and difficulties
hence bridging the gap between theory and

practice.
Practical Significance

The research can provide practitioners with an
evidence-based guideline on the implementation
of Al in HR. It singles out some major success
factors which include phased implementation,
workforce design which is based on skills,
governance forms and development of HR
capability. The results can inform the HR leaders,
managers, and consultants to apply Al to enhance
recruitment, learning, performance management,
and retention without losing employee trust or

compromising ethics.
Policy and Ethical Significance.

The research points to the problematic aspects of
data privacy, the bias of algorithms, transparency,
and the surveillance of employees. Its results can
guide policymakers and organisational leaders on
how to create responsible Al governance
systems. The study also contributes to the
creation of equitable, transparent, and
trustworthy Al in the workplace because of its
ability to balance between innovation and ethics.
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2. Literature Review

2.1 Artificial Intelligence in HRM and The
Cognitive HR Shift.

Recent research demonstrates that human
resource management is shifting away on top of
the digitised administration to cognitive HR
systems which aren't only supportive of
prediction, personalisation and strategic decision-
making. The initial HRIS and e-HRM technology
was largely efficient, automated, and stored data,
yet was not capable of learning or making future-
oriented insights (Matler and Boudreau, 2017).
Developing Al, machine learning, and big data
analytics, nowadays, HR systems can deduce
patterns, predicts and prescribe actions
throughout the talent lifecycle (Duan et al., 2019).
The literature review on a massive scale illustrates
that the development of AI-HRM studies
exceeds the levels of 2016, and the principal
trends are automation, predictive analytics, and
personalised employee experience (Ubeda-Garcia
et al., 2025). Meanwhile, researchers focus on a
primary contradiction, namely, as Al enhances
efficiency, consistency, and scale, it also poses
risks in terms of bias, transparency, surveillance,
and employee credibility; in particular, with high-
stakes HR decisions, i.e. hiring, performance
assessment, and compensation, Al comes into
play (Naoum et al., 2026). As such, Al in the HR
is increasingly being understood as a
technological modernisation as well as a socio-
technical revolution that transforms functions,
career structure, and corporate leadership. This
view point points to the necessity of research that
focuses on the implementation of Al throughout
HR systems in practice, and not in single tools, or
pilot projects.

2.2 Al throughout the Lifecycle of Talent
Management.

Practical studies indicate that Al is currently
implemented in every significant step of talent
management. In talent acquisition, CV screening,
matching  candidates, and  chatbot-based
communication are performed with the help of

algorithms that save a lot of time-to-hire and
administrative work; nevertheless, researchers
caution that such systems can recreate historical
biases in case they are trained on biased data
(Ivanov et al., 2017; Naoum et al., 20206). In terms
of skills management and workforce planning,
recent studies note the emergence of Al-based
skill inference systems, which use project data,
learning records, and work histories to develop
dynamic skill portraits, which allows internal
mobility and dynamic redeployment of talent
(Leicht et al., 2023). Al-based recommender
systems in learning and development optimise
training on skill deficiencies and professional
objectives and it is proposed that learning
outcomes are best achieved when Al is integrated
with human coaching and not applied alone
(Suen et al, 2023). Predictive analytics are
employed in performance management and
retention to derive performance drivers,
engagement patterns and risk of attrition to
facilitate proactive interventions, although they
also create issues of employee surveillance and
privacy (Sharma and Sharma, 2025). In general,
the literature suggests that the strategic
importance of Al is not in the use of singular
instances of Al but in combining several practices
that enable Al into an overarching talent
ecosystem. Nevertheless, the research in the
majority of organisations remains on the studies
of these practices individually, which leaves a gap
in comprehending the operation of the end- to-
end Al-enabled talent management in

organisations that are mature.
2.3 Theoretical Foundations

The Human Capital Theory perceives that
knowledge, skills and abilities of employees are
the most critical sources of organisational value
and productivity. This view seeks to state that
investment in education, training, and skill
development improves the performance of an
individual and organisational competitiveness.
With Al-based HR, human capital is not
managed by job roles but with constantly updated
skill portfolios. With the help of Al systems,
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identification, measuring, and development of
skills can be dynamically identified with the
analysis of work activities, learning records, and
performance data. This justifies targeted
reskilling, personalised learning and accelerated
building of capabilities demonstrating how Al
enhances the human capital formation and use in

contemporary organisations.

Resource-Based View (RBV) states that the
factors that create sustainable competitive
advantage are resources that possess value,
uncommon, imitability, and non-substitutability.
Organisational routines, data systems, and the
internalisation of artificial intelligence into HR
processes make it more than an instrument of
technology, as it becomes a strategic competence.
The development of Al-driven HR systems that
combine skills inference, internal mobility
platforms, learning, performance management
and engagement analytics within a single
ecosystem is hard to imitate since they are based
on unique organisational data, culture and
learning accrued over time. This is why cognitive
HR as the source of long-term competitive
advantage can be obtained instead of operational
efficiency.

The Socio-Technical Systems Theory places a lot
of stress on the joint optimisation of social and
technical systems as the only way in which
organisational performance can be determined.
Al'in HR is not a singular operation, it transforms
work roles, power dynamics, trust, and identity of
the employees. Effective cognitive HR systems
thus involve harmonisation of technology,
individuals, organisational culture, leadership and
governance system. Unless Al is introduced
considering perceptions, skills, and ethical issues
of the employees, these technologies can cause
resistance, surveillance phobia, and mistrust. The
theory assists in demonstrating why change
management,  transparency, and  ethical
governance are the main points of successful
implementation of Al in talent management.

2.4 Research Gaps

To begin with, the available literature is
predominantly focused on Al in the HR field in
individual functional terms, including automation
of recruitment (or learning analytics or
performance  management  systems  of
engagement monitoring) (Marler and Boudreau,
2017; Suen et al., 2023; Sharma and Sharma,
2025). Although these studies provide very useful
information on the particular applications, they
do not provide information on how Al-enabled
practices interact in one organisational system.
No single study has been done with the aim of
analyzing Al throughout the talent management
lifecycle, including attraction and retention, in a
unified way.

Second, a substantial part of the empirical
literature is based on surveys, experiments, or
reviews of concepts (Duan et al., 2019; Ubeda-
Garcfa et al,, 2025), and is rather limited in-depth
organisational case studies. There is an even
smaller number of studies on mature adopters
who have integrated Al into HR processes over
the years. Consequently, minimal knowledge
exists regarding the time-based change of Al
systems, their integration into organisational
practices, and outputs of organisational and

employee levels in the long run.

Third, despite the broad popular discourse on
such ecthical concerns as algorithmic bias,
transparency, data privacy, and surveillance,
much of this work is theoretical or normative and
not empirical (Naoum et al., 2020). It is not well
known how organisations practically address
these issues as they scale Al in HR, and hence,
there is a gap in the current knowledge of how
governance mechanisms and ethical practices are

applied in actual organisational contexts.

Fourth, the majority of researches focus on
organisational efficiency and the quality of
decisions with fewer considerations on the
experiences of the employees, like learning
behaviour, career ownership, trust, and the sense
of fairness (Suen et al., 2023; Sharma and Sharma,
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2025). This forms a knowledge gap in relation to
the impacts of Al-enabled HR systems on
employees, not only organisations.

Lastly, there are no existing transferable and
integrated frameworks that organisations can use
to pursue Al with strategic and responsible
adoption in the talent management lifecycle. The
available  literature =~ presents  piecemeal
recommendations that are associated with
individual HR functions, and not system-wide
(Ubeda-Garcia et al., 2025). This brings about the
requirement of an evidence-based framework

that is based on advanced organisational practice.
3. Methodology
3.1 Research Design

The research design in this case is a qualitative
single-case study, which will examine the process
of artificial intelligence integration throughout
the entire lifecycle of talent management in a
mature organisation. Case study method is
suitable when the study aims to comprehend the
complicated organisational change processes in
the real world and respond to the question of
how and why. This study is not aimed at testing
statistical correlations but rather building the rich
contextualization of system-level transformation
of talent management achieved through Al.

It is an exploratory and interpretive design that
seeks to encompass the ways in which Al has
been  integrated in  recruitment,  skills
management, learning and  development,
performance management, engagement, and
retention as a whole system and not as separate

tools.
3.2 Case Selection

IBM was chosen based on purposive sampling
regarding three criteria:

. It is a well-established Al user of HR as
it has been using cognitive HR systems.

. It uses Al in numerous talent
management processes, such as recruitment and

skills inference, learning platforms, performance

analytics, internal mobility, and employee
experience.

J It has dense publicly accessible
documentation in the form of reports, executive
interviews, research papers and external case
studies.

. IBM is a revelation and a highly
informative case that allows considering system-
wide implementation of Al in talent
management.

3.3 Data Sources and Data Collection.

The research will use secondary qualitative
information gathered by various sources to

facilitate triangulation. These sources include:

. IBM workforce analytics and HR
transformation reports.

. IBM Corporate Sustainability Reports
and IBM Smarter Workforce Institute.

. Interviews with executive and HR
leaders, which have been published in business
and academic publications.

o Scholarly case studies and journal articles
were peer-reviewed on the cognitive HR
practices of IBM.

J Consulting case reports and industry

reports written about the Al-based HR systems
at IBM.

The selection of documents was done through
relevance to the study objectives, coverage of
various stages of the talent lifecycle, and
credibility of the source. The data were gathered
during the span of several years so that the
dynamics of Al-based HR practices could be
tracked.

3.4 Data Analysis

Thematic analysis accompanied by pattern
matching was used to analyse the data.

Familiarisation: The entite documentation was
revisited several times to have a comprehensive
overview of the Al-enabled HR change in IBM.

Open Coding: Codes were made on important
concepts illustrating talent attraction, skill
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inference, learning, performance, engagement,

retention, governance and employee expetience.

Theme Development: Codes were divided into
higher-level themes according to the objectives of
the study:

o Attracting and matching talents.

. Skills visibility and work force planning.
o Knowledge and career development.

. Retention, performance and
compensation.

. Employee experience

. Changing and ethically governing.

Pattern Matching: The observed patterns in the
case have been matched with the expectations
based on the Human Capital Theory, Resource-
Based View, and Socio-Technical Systems
Theory.

Instead of statistical testing, the trends before and
after significant changes in major Al
implementation were compared based on
analytical logic and supported with the reported
change in internal mobility, learning participation,
engagement indicators and retention patterns. To
strengthen the credibility and reliability, a number
of strategies have been used:

Triangulation: The results were corroborated by
the evidence of convergence of the findings of

several independent sources.

Construct Validity: All themes were well
connected with the research goals and theory.

Transparency: Sources of data, coding logic and
development of themes were recorded in order to
enable traceability in the analytical process.

Theoretical Generalisation: What is sought is not
population  generalisation  but analytical
generalisation through correlating the findings to

existing theories.

3.5 Ethical Considerations

. Though the research is the secondary
data, the ethical considerations were done by:

o Relying on publicly available and
published sources that are ethical.

. Eschewing the false reporting of
organisational practices.

Giving special consideration to the way IBM
responds to the concerns of data privacy, bias,
transparency, and consent of the employees in its
AL A concern regarding ethical governance is not
just a research issue, but is also an empirical
theme of the study.

3.6 Methodological Limitations

The statistical generalisability is hampered by the
single-case design. Nevertheless, the research
adheres to analytical generalisation where
inferences are employed to narrow theory other
than that of populations. Using secondary data as
a source of data might not represent the voices of
the dissenting employees, yet the breadth,
experience, and variety of the sources available
will be rich enough to analyze how the talent
management system is transformed on a system-
wide level using Al

4. Findings

This part contains the most significant results of
the qualitative case study of the cognitive HR
transformation at IBM. The findings are
formatted into four major themes that emerged
during the data analysis which are visibility of
skills and internal mobility, personalised
development and career ownership, data-driven
performance and retention, and employee

experience with ethical governance.

4.1 The visibility and Mobility of AI-Skills in
the company.

The most important impact of implementing Al
in the HR of IBM is that the talent management
will cease being job-oriented and shift to skills-
oriented. The Al-based skills inference tools
continue to analyse project documents, learning
histories, and certifications and work experience
to generate dynamic skills profiles of employees.
These profiles make sure that the abilities of the
employees are perceived not just in context of the

www.internationalsped.com

494



2026, 41(24s), 487-506

INTERNATIONAL JOURNAL of SPeECIAL EDUCATION

official job titles and organisational structures.
Reports and executive statements within IBM
have indicated that this visibility has contributed
a lot to increased internal mobility. The
identification of employees with short term
projects and long term jobs is being linked with
the skills portfolios that employees hold, but not
their current position. It was stated that managers

found internal recruitment to fill arising positions

easier and less dependent on external recruiting,
This system has enhanced agility in workforce as
it has been in a position to reassign talent with
greater speed to fit the evolving business
demands. Regarding human capital, Al has
improved the utilisation of the existing skills by
increasing their transparency and accessibility in
the organisation.

Shift from Extermnal to Intermal Hirimng at 1BmMM
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Figure 1: Shift from External to Internal Hiring at IBM Source: Author’s conceptual illustration
based on IBM Smarter Workforce Institute (2019) and IBM HR Transformation Reports (2019—

This graph shows how hiring patterns at IBM
changed after the introduction of Al-based talent
management systems. It compares the share of
internal and external hiring before and after Al
adoption. In the “before AI” phase, most
positions  were filled through external
recruitment, while internal movement was
relatively limited. After Al adoption, the situation
reversed: internal hiring increased significantly
and external hiring reduced. This change is
mainly due to Al-based skills inference and
internal talent marketplaces, which made
employee skills more visible and searchable
across the organisation. Managers could identity
suitable candidates internally based on skills
rather than job titles, making it faster and cheaper
to fill roles. As a result, IBM relied less on
external recruitment and used its existing
workforce more effectively. The graph therefore
demonstrates that Al supported a shift towards
skills-based internal mobility, strengthening
workforce agility and reducing dependency on
external labour markets.

4.2 Personalised Talent and Career
Ownership.

Cognitive career coaching platforms or systems
and Al-based learning recommender platforms
have also been introduced by IBM to personalise
employee development. These systems analyse
areas of personal skills shortfall, career
aspirations, performance history and
organisational needs to recommend learning
opportunities and career choices. The findings
reveal that the rate of engagement in learning
enhanced with the introduction of personalised
recommendations. Employees have observed
that the content of the training was more in line
with their career interests, which provided them
with more reasons to ensure that they have an
ongoing acquisition of knowledge. The managers
further thought that career conversation quality
was enhanced when founded on data, and more
skills/ future-focused as compated to set job
positions. It is important to note that, neither
managerial nor employee judgement was replaced
by Al Instead, it contributed to the improved
evidence-based decision-making process. This
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aids in a socio-technical approach wherein
technology and human judgment have been

employed to influence the processes of career

development in unison.

Impact of Al on Talent Outcomes at IEM
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Figure 2: Impact of Al on Talent Outcomes at IBM  Source: Author’s compilation based on
IBM HR Transformation Reports (2019, 2020, 2021); IBM Smarter Workforce Institute (2019);
IBM Learning and Development Report (2020); IBM Workforce Analytics Report (2021).

Figure 2 illustrates the impact of artificial
intelligence on key talent management outcomes
at IBM by comparing conditions before and after
Al adoption. The figure shows improvements in
internal  mobility, learning  participation,
retention, and workforce agility, with the “after
AI” segment being consistently larger than the
“before AI” segment across all categories. This
indicates that after the introduction of Al-
enabled systems, employees were more easily
matched to roles and projects based on skills
rather than job titles, leading to higher internal
mobility. Personalised learning recommendations
increased employee interest and participation in
training activities. Predictive analytics helped
identify employees at risk of leaving, allowing
eatly interventions and resulting in improved
retention, particularly in critical skill areas. At the
organisational level, better visibility of skills and
faster redeployment of talent made the workforce

more agile and responsive to changing business

needs. Overall, the figure demonstrates that Al,
when implemented as an integrated system,
significantly strengthens both organisational
performance and employee development
outcomes.

4.3 Basing Performance, Remuneration and
Retention.

IBM included Al and analytics in performance
management, compensation design and retention
planning. The individual performance review
began to be appraised on a more continuous and
data-driven manner in terms of different
performance indicators compared to periodic
based performance appraisal. They ensured a
match of the market and internal pay equity using
compensation analytics. At-risk employees (who
are likely to be disengaged or turnover) were also
identified using predictive analytics at an eatly
stage so that they can be approached through
career conversations and career development
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opporttunities, or role assignhment. Evidence on
the same is that there is an increase in retention,
particularly in areas that were viewed as
important skills. Predictive insights also assisted
the HR and the managers move towards
retention being more proactive and not reactive.
Demographic group indicators of pay equity also
became more balanced as an indicator of the
analytics implementation to determine and solve
structural discrepancies. The results are in line
with the Resource-Based View that views Al-
enabled HR as a strategic resource protecting and
nurturing valuable human resources.

4.4 Ethical Governance and Experience of
Employees.

The use of Al chatbots and self-service platforms
was aimed at improving the employee experience
and assisting it thanks to the real-time availability
of HR services and career information, as well as
learning opportunities. The employees had
increased freedom in managing their careers and
access to organisational facilities. However, the
results also suggest the problems with the privacy
of the information, surveillance, and decision-
making by algorithms. This was accompanied by
some employees who felt uneasy with the level of
data collection, as well as ambiguous algorithmic

suggestions.

To addtress these concerns, IBM invented
governance solutions, including ethical Al
regulations, transparency regulations, a bias audit
process, and communication initiatives by
employees. The signals lead to the fact that a
combination of technological capabilities and
appropriate governance and change management
displayed  positive  outcomes  only. It
demonstrates that the technical performance is
not the only factor that determines the success of
the Al but also an employee's confidence level,
ethical protection, and values.

This chapter provides the main findings of the
qualitative analysis of the cognitive HR
transformation of IBM. The results are grouped
into four themes, which include skills visibility

and internal mobility, personalised development
and career ownership, data-driven performance
and retention, and employee experience with

ethical governance.
4.1 AI-Skills Visibility and Internal Mobility

The implementation of Al-based skills inference
by IBM changed the company’s talent
management system to become skills-based
rather than job-based. The artificial intelligence
engines examined project records, learning
histories, certifications, and work experience to
produce dynamic skill profiles of employees.

In IBM’s workforce transformation reports, the
incidence of Al-enabled talent marketplaces
made the organisation more prepared to find
internal workers in new positions (IBM, 2019 HR
Transformation Report). Interviews  with
executives also indicated that managers were able
to find the right people within the organisation
faster through skill-based search as opposed to
job titles (IBM Executive Interview, 2019).

According to IBM Smarter Workforce Institute
(2019), the percentage of openings that were
being filled internally and project assignments
increased following the introduction of Al-based
skills inference tools. This minimised reliance on
outsourcing and decreased the time required to

redeploy necessary skills.

These changes made the workforce more agile as
it became possible to move talent across projects
and roles more rapidly in response to changing
business requirements. From a human capital
perspective, Al enhanced the use of available
skills as it made them transparent, searchable, and

comparable throughout the organisation.

4.2 Individualised Growth and Career
Ownership

IBM introduced Al-based learning recommender
systems and cognitive career coaching to make
employee  development more  personal.
Individual skill deficits, career goals, performance

records, and organisational needs were examined
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using these systems to propose personalised
learning pathways.

According to IBM Learning and Development
Report (2020), voluntary learning participation
increased significantly following the introduction
of personalised learning recommendations.
Executive interviews explained that workers
became more involved in courses based on their
career interests rather than generic training
programmes (IBM Executive Interview, 2020).

Managers also stated that career discussions
became more evidence-based and were backed by
data on skills, learning progress, and future
opportunities (IBM HR Transformation Report,
2020). Employees no longer pursued set job
ladders, but discussed careers in terms of
evolving sets of skills.

Notably, Al did not substitute human judgement.
Rather, it supported employees and managers
with organised insights that enhanced the quality
of decisions made. This illustrates a socio-
technical model whereby technology and human
judgement  co-existed to  create  career

development.

4.3 Data-Based Performance, Remuneration,
and Retention

IBM introduced Al-driven analytic solutions for
performance management, compensation design,

and  retention  planning.  Performance
measurement shifted to ongoing and data-driven
feedback based on multiple performance

measures as opposed to an annual appraisal cycle.

IBM publications on workforce analytics revealed
that compensation analytics monitored market
alighment and internal equity (IBM Workforce
Analytics Report, 2021). These tools were also
used to determine pay disparities and support
corrective actions within demographic segments.

Predictive analytics were used to identify high-
risk employees who might become disengaged or
leave the organisation. IBM analytics reports
showed that eatly detection enabled managers to
intervene through role shifts, development
opportunities, and career conversations (IBM
Workforce Analytics Report, 2021).

According to the case studies published in IBM
HR Transformation Report (2021), retention
rates in strategically valuable skill areas improved
after the implementation of predictive analytics.
These results demonstrate that Al-based HR
acted as a strategic strength that preserved and
developed valuable human capital.

Al Use Across Talent Management Lifecycle at IBM

Level of Al Use
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Figure 3: AI Use Across Talent Management Lifecycle at IBM Source: Developed by author
using IBM HR transformation and cognitive HR case materials (2019-2021).
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Figure 3 presents the extent of artificial
intelligence use across different stages of the
talent management lifecycle at IBM, including
hiring, skills mapping, learning, performance
management, retention, and employee
experience. The figure shows that Al usage is
high across all stages, with the strongest presence
in skills mapping, learning, and employee
experience, where the level of Al use is at its
maximum. This reflects IBM’s strong focus on
skills inference systems, personalised learning
platforms, and Al-driven employee service tools
such as chatbots and self-service portals. Hiring,

performance management, and retention also

show a high level of Al use, though slightly lower
than the core development and experience areas,
indicating  that predictive analytics and
automation are actively used but still balanced
with human judgment. Overall, the figure
demonstrates that IBM has not implemented Al
as a single isolated tool but has embedded it
throughout the entire talent management
lifecycle, supporting the argument that Al
functions as an integrated system that links
attraction, development, performance, and
retention in a continuous and data-driven talent
ecosystem.

Turnover in Critical Skills After Predictive Analytics
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Figure 4: Turnover in Critical Skills After Predictive Analytics Source: Author’s conceptual
illustration based on IBM Workforce Analytics Report (2021).

This graph shows the change in employee
turnover in critical skill areas at IBM before and
after the introduction of predictive analytics in
HR. The bar on the left represents the situation
before predictive analytics, when turnover in
strategically important skill groups was relatively

high. The bar on the right represents the petiod
after predictive analytics was introduced, showing
a clear decline in turnover. This indicates that Al-
based analytics helped IBM identify employees
who were at risk of leaving at an eatly stage.
Managers could then intervene through career
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discussions, learning opportunities, role changes,
or mobility options. As a result, employees with
critical skills were more likely to stay in the
organisation. The graph therefore demonstrates
that predictive analytics shifted retention
management from a reactive approach to a
proactive one, strengthening workforce stability

in key strategic areas.

4.4 Experience of Employees and Ethical
Governance

To enhance the employee experience, IBM
launched AI chatbots and self-service HR
systems that provided real-time access to HR
services, career information, and learning
matetials.

IBM reported that its Al-driven HR systems
received a large number of employee requests
annually and significantly reduced time spent on
common HR tasks (IBM HR Digital Services
Report, 2021). Employees became more
autonomous in their career planning and access
to organisational resources.

Nevertheless, issues regarding data privacy,
surveillance, and non-transparent algorithmic
decision-making were also expressed in executive
interviews and governance documents (IBM
Trust and Transparency Report, 2021). Some
employees raised concerns about extensive data
usage and lack of clarity on how
recommendations were generated.

To  overcome  these challenges, IBM
implemented ethical Al guidelines, transparency
policies, bias-auditing systems, and
communication programs (IBM Ethics and Al
Governance Report, 2022). Positive employee
experience outcomes were realised primarily
mechanisms

when these governance

accompanied technological deployment.

This indicates that ethical protection, employee
trust, and transparency are key to the success of
Al-based HR systems.

Summary of Key Findings

o The inference of Al skills increased the
visibility ~of competency in  employees
significantly and assisted in the movement within
an organisation and the agility of an employee
workforce.

. One-to-one learning and cognitive
career coaching increased learning and employee
ownership of career development.

° Predictive analytics were used to
improve performance management, pay equity
and proactive retention plans.

o The effectiveness of the Al-based self-
service platforms impacted the employee
experience positively though it was done under a
well-operating ~ ethical ~ governance  and

transparency.

. Overall, the findings show that Al is
associated with strategic value in talent
management when an ecosystem of Al-enabled
practices is implemented and managed in a
coherent framework and is not applied as one-off

technology tools.

. Cognitive  career  coaching  and
personalised  learning  enhanced  learning
engagement and employee ownership of career

development (IBM Learning Reports, 2020).

o Predictive analytics improved
performance management, supported pay equity,
and enabled proactive retention strategies (IBM
Workforce Analytics and Sustainability Reports,

2021).

o Al-based self-service solutions positively

influenced  employee  experience  when
accompanied by ethical governance and
transparency (IBM Ethics and Trust Reports,

2021-2022).

It indicates that Al generates strategic value in
talent management when employed as an
integrated ecosystem of practices with ethical and
human-centred governance, rather than as
isolated technological applications. Figure 3
illustrates  the transformation of talent
management at IBM from a traditional job-based
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model to a skills-based model following the
adoption of artificial intelligence. In the pre-Al
phase, talent management was mainly organised
around fixed job titles, hierarchical roles, and
linear career paths. With the early adoption of Al,
both job-based and skills-based approaches
coexisted, as organisations began using skills
inference and analytics alongside traditional job
structures. In the mature Al phase, skills-based
talent management became dominant, supported

by Al systems that continuously analyse work
data, learning records, and project expetience to
build dynamic skill profiles. This shift enabled
better internal mobility, faster redeployment of
talent, and more targeted learning and
development. The figure therefore shows that Al
did not merely automate HR tasks but
fundamentally changed the logic of talent
management from static job roles to dynamic,
skills-driven workforce management.

4.0

3.5

3.0 1

Dominance Level

1.5 -

1.0

Pre-Al Early Al

Mature Al

Time f Phases

Figure 5: Shift from Job-Based to Skills-Based Talent Management Source: Author’s
conceptualisation based on IBM HR Transformation Report: From Jobs to Skills (2020); IBM
Smarter Workforce Institute (2019); Executive Perspectives on Skills-Based Careers (IBM, 2020),
Skills-based workforce literature.

Table 1: Summary of Key Findings from IBM’s Cognitive HR Transformation

certifications, and | speed
work history to
infer skills

Al Dimension | Practice at IBM | Main Evidence-Based Outcome
Indicator Interpretation
Used
Skills Inference | Al analyses | Internal After the introduction of | Faster internal
and Workforce | project data, | mobility trends, | Al-based skills inference, | redeployment
Intelligence learning records, | redeployment | employees were | and  improved

increasingly matched to | workforce agility
roles and projects based
on skill profiles rather than
job titles,

reducing
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dependence on external
hiring
Career Cognitive career | Learning Personalised learning | Higher learning
Coaching and | coach and Al- | participation recommendations engagement and
Learning based  learning | and relevance | increased employee | stronger career
Systems recommender of training engagement in training | ownership
platforms and improved alignment
between learning content
and career goals
Performance Continuous Performance Al-supported Improved
and performance feedback performance management | performance
Compensation | analytics and | quality, pay | enabled more frequent | management
Analytics market-aligned equity and data-informed | and fairer
pay models indicators feedback, while analytics | compensation
improved internal and | outcomes
market pay alignment
Retention and | Predictive models | Attrition Predictive analytics | Reduced
Engagement for patterns in | enabled carly | unwanted
Analytics disengagement critical skill | identification of at-risk | turnover in
and turnover risk | areas employees and proactive | strategic skill
interventions through | areas
development and mobility
opportunities
Employee Al chatbots and | HR  response | Real-time access to HR | Faster HR
Experience self-service HR | time and | services  and  career | service delivery
Platforms platforms service information reduced | and  improved
accessibility delays and  increased | employee
employee autonomy experience
Ethical Bias audits, | Presence of | Ethical guidelines, | Greater  trust,
Governance transparency safeguards and | transparency, and | compliance, and
Mechanisms policies, and Al | employee trust | communication improved | responsible Al
ethics governance | signals acceptance of Al systems | use
and reduced concerns
about surveillance and bias

5. Discussion

This research work aimed to know how artificial

5.1 Transformation of Talent Management

on a System Level.

intelligence changes talent management when
applied as a system and not as isolated tools. The
results of the cognitive HR change at IBM show
that Artificial Intelligence does not just transform
the practices of HR of individuals but also the
general structure of talent management.

The findings indicate that Al has a strategic value
in its integration. The inference of skills, learning
recommendation, performance analytics, and
internal mobility platforms were connected with
each other using common data and algorithms.
This formed a perpetual cycle of feedback where
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work experience creates data, data creates
learning and mobility choices and choices create
performance and capability building. These
circular data streams helped IBM to transition to
a predictive and adaptive talent management
system rather than the reactive one. This
enhances the point that Al can be regarded as an
organisational competency, and not as a solitary
technology. When implemented in a variety of
HR functions, Al can quickly re-align the
workforce capabilities to the evolving strategic

needs, enhancing organisational agility.

5.2 Connections between Findings and
Human Capital Theory.

Human Capital Theory focuses on skills and
knowledge as central factors of productivity and
competitive advantage. As demonstrated in the
case, Al empowers human capital by facilitating
constant identification, quantification, and
growth of skills. Instead of using predefined job
definitions, Al systems created at IBM created
dynamic skill profiles using concrete work and
learning processes. This enabled the more
effective leveraging of the available skills and
focused reskilling where the gaps were noted. The
enhanced mobility, internal mobility increased in
this case, is an indication of better utilisation of
human capital. Therefore, Al does not displace
human capital; rather, it increases its visibility,
mobility, and developmental opportunities.

5.3 Resource-Based View and Al-based HR.

Based on the Resource-Based View, the
opportunity to develop sustainable competitive
advantage is due to resources that are valuable,
rare, hard to imitate, and organisational routines.
All these qualities can be traced in the Al-based
HR system of IBM. It is constructed based on
original  organisational information, learnt
experience and situational incorporation of
technology in HR practice.

The combination of skills inference, learning
systems, performance analytics, and internal
mobility platforms made it a complex capability
that cannot be easily duplicated by competitors.

This promotes the concept that HR based on Al
must be implemented as a living organisational
capacity as opposed to a cost-saving technology.

5.4  Socio-Technical Perspective and
Employee Experience.

The results highly suggest a socio-technical
perspective of Al in HR. Although Al was more
efficient, personalised and enhanced the quality
of decisions, it was very much dependent on
human factors, including trust, transparency, and
perceived fairness. The issue of surveillance,
privacy and obscure algorithms could have
destroyed the acceptance of the employees had it
not been tackled. The focus of IBM on ethical
governance, transparency policy, and bias
auditing proves that it is not enough to
concentrate on technological performance. The
successful implementation of Al must be
correlated with technology, organisational values,
leadership and perception among employees.
This strengthens the principle of social-technical
that organisational performance is based on the

co-optimisation of social and technical systems.
5.5 Strategic HR Implications.

The case demonstrates a complete change in the
position of HR. HR shifted to an administrative
support role to strategic capability, where it
managed both data, technology and human
potential at the same time. HR was in a position
to predict future skills requirements and plan
proactive development using Al, and assist in
strategic ~ planning  of the  workforce.
Nevertheless, it made HR more accountable in
the fields of data ethics, data algorithm
governance, and change management. The Al
age of strategic HR should be characterised by the
ability to be both analytic and ethical in its
leadership approach.

5.6 Theoretical Contributions.

The research also forms a contribution to theory
by incorporating Human Capital Theory,the
Resource-Based View, and the Socio-Technical
Systems Theory into a single explanation of Al-
based talent management. It shows that:
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. Al improves human capital by rendering
skills visible, mobile and subject to constant
improvement.

. Al-led HR will be a strategic
organisational strength that will be able to create
enduring value.

) Technology needs to be governed
ethically and accepted by humanity.

A combination of these findings implies that
theorists of HRM and careers should consider the
dynamic, data-driven, and technology-mediated
concept of talent management instead of the job-

based concept in the future.
6. Limitations

. This study is based on a single-case
design, which limits statistical generalisation to
other organisations, industries, or national
contexts.

. The reseatch relies mainly on secondary
data, which may not fully capture the lived
experiences, resistance, or negative perceptions
of employees.

. Publicly available reports and interviews
may present a more positive image of
organisational practices, creating a possibility of
reporting bias.

. Lack of primary data such as interviews,
surveys, or focus groups restricts the depth of
insight into employee trust, fairness perceptions,

and surveillance concerns.

. The qualitative nature of the study does
not allow causal testing of relationships between
Al adoption and organisational outcomes.

. Differences in organisational culture,
leadership style, and technological maturity limit
direct transferability of findings to other firms.

. Rapid technological change in Al may
reduce the long-term relevance of some findings
as systems and practices evolve quickly.

7. Future Research Directions

. Multi-case studies should be embraced in
future studies to contrast Al adoption in various
industries, sizes and cultures. It would enhance
the generalisability and indicate industry-specific
trends.

. To monitor the development of Al-
enabled HR systems over time and the long-term
impacts of these systems on catreers, inequality
and the capability of organisations, longitudinal
studies are required.

. The research should incorporate the
primary confidential data of employees and
managers to enhance the perception of fairness,
trust, surveillance, and career effect in the future.
. The hypothesis in this research should
be tested with the use of massive datasets in
quantitative and mixed-method research to prove

the hypotheses suggested by the research.

. Algorithms ~ explainability,  biasing
identification and regulation should also be
investigated in further studies to promote
responsible Al usage in human resource

management.
8. Conceptual Framework

This paper presents an Al-Enabled Talent
Ecosystem Framework, which introduces how
Al is reshaping talent management as a
framework but not as isolated tools to manage
talent management. The framework is a five-
layered structure that is interconnected, and
includes a data foundation comprising of data on
employees (skills, projects, learning,
performance, engagement), external labour-
market data, and organisational strategy; an Al
capability layer that contains skills inference
algorithms, learning recommender systems,
predictive analytics, and conversational Al
platforms; integrated talent —management
processes, which include attraction and matching,
skills visibility and workforce planning, learning
and career management, performance and
compensation, and engagement and retention;
outcome layers reflected in workforce agility,
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internal mobility, employee engagement and
career ownership, retention, Within this
structure, Al systems take in data, change it into
insights ~ and  recommendations,  these
recommendations  guide talent  processes
throughout the lifecycle, and talent processes
yield organisational and employee outcomes, and
governance and  socio-technical —alignhment
moderate all relations. The main argument of the

Governance &
Socio-Technical
Alignment

influences every step

frame is that Al development generates strategic
value when there is the collaboration of Al
capability, integrated processes of talent and
ethical governance since Al tools applied alone
do not lead to sustainable advantage. That is the
reason why IBM has come to positive results not
only due to the adoption of Al, but also because
it had implemented Al throughout the talent
system and managed it responsibly.

R

Outcomes

Talent Management Processes

Al Capability Layer

Data Foundation

Figure 1. 1 AI-Enabled Talent Ecosystem Framework

This framework illustrates how employee and
organisational data are transformed through Al
capabilities into integrated talent management
processes, producing strategic and employee-
level outcomes, all moderated by ethical

governance and socio-technical alignhment.
9. Conclusion

. Al is most effective in talent
management when it is embedded within the
entire organisational system rather than used as
separate or isolated digital tools, because
integration allows data, people, and processes to
work together smoothly. When Al systems are
connected  across  recruitment, learning,
performance, and career development, they
create a complete view of talent instead of
fragmented information.

o IBM’s case clearly shows a shift from
traditional job-based management to skills-based
talent management through Al, where employees
are no longer defined only by job titles but by the
skills they possess. This shift allows organisations
to match people to projects, roles, and learning
opporttunities based on real capabilities.

o Skills-based systems make employee
capabilities more visible because skills data is
mapped, tracked, and updated through Al
platforms. This visibility helps managers identify
hidden talent and makes it easier for employees

to move internally across roles and departments.

J Al-driven learning and career coaching
increase employee involvement in their own
development by giving personalised learning
paths and career suggestions. Employees become
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more responsible for their growth instead of

waiting for managers to guide them.
g g g

o Predictive analytics supports proactive
decisions by using data to identify risks and
opportunities related to performance, pay equity,
and retention. This helps organisations act eatly

instead of reacting after problems occur.

o Technology alone is not enough because
Al systems affect people’s careers, privacy, and
opportunities. ~ Ethical  governance  and
transparency are necessary so that employees
understand how decisions are made and trust the

system.

. Change management is critical because
employees may fear job loss, bias, or misuse of
data. Clear communication, training, and
involvement help build confidence and

acceptance of Al systems.

. Al strengthens Human Capital Theory
by enabling continuous skill development based
References
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