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Abstract: In this digital economy era, it is hard for traditional HRM with slow response and high 
subjectivity to meet the strategy need for high-quality enterprise development. On the basis of 
theoretical deduction, the intrinsic driving force of HRM digital transformation is deeply analyzed from 
three aspects, i.e., technology empowerment, organization change and human-centric logic. Based on 
the practical troubles and dilemmas from the system fragmentation, data silos, and employees' 
emotional needs being ignored, by optimizing from four perspectives namely technology, organisation, 
talent and culture, this paper designs a comprehensive practice path which includes the planning and 
preparation, the pilot implementation, the promotion in full scale and the continuous optimization, in 
order to offer positive theoretical references for enterprises so as to improve the efficacy of the 
organization, and to consolidate and enhance the core competitiveness. 
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1. Introduction 

With the rapid development of the digital economy, the macro environment and the competition 
logic of enterprise survival are evolving profoundly. The new generation of information technology 
represented by cloud computing, big data and artificial intelligence have not only reconfigured the 
competition barriers of enterprises, but also put forward higher-frequency and more precision 
requirements for human resource management as a factor of production. The traditional HRM 
mechanisms are experience-based and market-based, which are not flexible and timely. Confronting the 
complicated and fluctuant business requirements, we always reveal the latency and blindness, and fail 
to catch on with the present requirement on the development quality. 

Digital transformation has become gradually the basic strategic choice for leapfrog development of 
human resource management. By deeply infiltrating the use of digital technologies, it enables 
enterprises to fundamentally change from a "process-oriented" to "data-driven" paradigm, and to 
improve the organization agility and rationality of decision making. Meanwhile, digital tools are also 
able to improve the relationship between employees and organization, by making the employees' 
workplace experience more comfortable through providing individualized targeted services, and as a 
consequence, increase in general effectiveness of organization. However, digital transformation of 
HRM is not a straightforward technology act or virtualizing business process, but a complex systemic 
engineering process, including technology iteration, architecture restructuring, literacy improvement 
and cultural adaption. Currently at the march, many enterprises are still stuck on some practical 
problems like system fragmentation, data silo and employee resistance induced by "technological 
determinism"." 

Therefore, this paper has a systematic review of the related theories of HRM digital transformation, 
analyzed deeply the current situation of enterprise transformation and pain points, and proposed 
targeted solutions from four aspects, namely, technology, organization, talent and culture. On this basis, 
it develops a set of practice tracks from planning, piloting to full-scale implementation with the hope of 
offering a good theoretical reference to enterprises to solve the transformation problems for making a 
spiral leap in digital management. 
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2. Literature Review 

2.1 Foreign Research Progress 

Scholarly research on the digital HRM in other countries had a gradual evolution from 
informatization to digitalization. The early research was primarily concerned with the use of HRIS. 
Scholars were interested in how information technology enhances the operational effectiveness of the 
transactional HR work. For instance, Strohmeier (2020) [1] conducted a systematic review about the 
evolution of HRIS and said that the main value of information systems will always be to make 
processes standard and reduce administrative costs, and point out their limits in supporting strategy. 

Entering digital economy era, the research paradigm shifts from “information system adoption” to 
“digital transformation of management”. Ulrich et al.(2021)[2]  pointed out that digital technology is re-
shaping the value proposition of HR department that forces the HR department to shift its role from a 
provider of administrative service to a strategic business partner and to extent the classical “Three-
Pillar” model into a digital empowerment model. Meanwhile, the studies on algorithmic management 
and employee experience has gradually deepened. Van den Broeck et al. (2022)[3] explored the two-
fold effect of algorithmic decision making on employee perception, and it was found that despite data-
driven tools make management more fair than ever before, too much monitoring can lead to 
psychological resistance and privacy concerns. In addition, cross-national differences in HR digital 
transformation have also been studied, such as Bondarouk and Brewster (2022)[4], from an institutional 
point of view, arguing that technological implementation is highly embedded into particular 
organizational and cultural contexts, and there is not a single transformation model. 

2.2 Domestic Research Status 

Domestic researches on the digital transformation of HRM have been sprouting up in recent years, 
mainly concerning with three directions: driving factors, practical dilemma and path construction. 
Concerning with driving mechanism, Liu and Wei (2025)[5] used dynamic QCA to find multiple 
concurrent driving paths of core digital transformation capabilities, and discover the synergic effects of 
technology, organization and environment. As for practical problems, scholars have more or less 
identified the fact that domestic enterprises are suffering from structural obstacles, including data silos, 
talent shortages and lack of top-level design. Wang (2024)[6] found that most enterprises are still at the 
stage of localized informatization and digital transformation is simply regarded as system procurement 
without in-depth process reengineering and organization change. 

With regard to strategic path, domestic studies have been transformed gradually from single 
dimension technology discussing to multi dimension system discussing. Liu (2025)[7] summarized 
typical transformation models like platform based empowerment and data driven decision making, and 
put forward phased advancence logic. Zhou (2024)[8] focused on the state-owned enterprises, indicated 
that institutional mechanism and culture adaption are significance in the transformation process. 
Furthermore, a minority of scholars began to pay attention to the humanistic value in digital 
transformation. Chen et al (2022)[9] thought that technological rationality should be balanced by 
employees' emotional demand, and the reconstruction of humanistic value is the main factor for the 
depth of transformation. 

2.3 Research Gaps 

In summary, current studies have provided a good theoretical foundation for understanding HRM 
digital transformation, but overall there are three deficiencies. First, the focus of most studies is only on 
one single dimension like technology or organization, and the synergistic mechanism among the four 
dimensions of technology, organization, talent, and culture has rarely been investigated. Second, from 
the perspective of implementation path, only directional strategic suggestions are given in the existing 
works whereas a whole lifecycle operation system involving planning, piloting, promotion and 
continuous optimization is still lacking. Third, the tension between technological rationality and 
humanistic value in transformation practice has not been responded to systematically and the 
humanistic care mechanism construction in the digital scenario still need to be further theoretically 
elaborated. Based on the above considerations, this paper makes an attempt to construct a detailed 
optimization strategy and phased practice path from the multi-dimensional synergistic perspective to 
supplement and enrich relevant research. 
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3. Theoretical Foundations of Enterprise HRM Digital Transformation 

This digital revolution of enterprise HRM is not a superficial superposition of technology, but a 
weaves and interlaces process of technology evolution, organizational reconstruction and re-human 
centricity. To provide a holistic insight, the following section makes an attempt, from the three 
theoretical fronts, of a comprehensive analysis on technology empowerment, organizational change, 
and humanism. 

3.1 Technology-Driven Paradigm 

Digital technology is the invisible force pushing forward the reform of HRM. With the maturation 
of cloud computing, the virtualization of HR system has been promoted so that it can not only 
significantly reduce the enterprises' hardware and maintenance cost but also eliminate the data barrier 
among regions and departments with excellent scalability and openness. Robotic Process Automation 
(RPA) techology can replace the low value repeated labor of HR such as payroll calculation and social 
security contributions, and make room for HR to perform strategic decision making. Furthermore, the 
application of Natural Language Processing (NLP) in the stage of recruiting (as preliminary screening 
and assessment by intelligent bots etc.) enhances the recruitment efficiency remarkably. In a view of 
technological affordance, it makes process reengineering, intelligent-decision making, personalized 
services possible, and drives HRM from a reactive mode to a pro/predictive one. 

3.2 Organizational Change Theory 

Digital transformation of organisations requires both the capability to manage complexity and the 
resilience to be able to adapt flexibly. According to Ambidextrous Innovation Theory, organisations 
should be exploiting digital technologies to optimise their current business processes but they also must 
be exploring with new models of personnel management, i. e., socialised and intelligent recruitment 
with the aid of AIs and big data, as it represents the path for a stable upgrading. Meanwhile, CAS 
theory considers enterprise as a dynamic network made up of interacting individuals and has the 
property of self-adaptation. When the organization is faced with digital transformation, the way to build 
a flattened and flexible organization structure and pay attention to the development of employees' 
innovative ability can greatly improve the organization's resilience. For example, to break-down the 
departmental silos, it has been proposed to form cross-functional digital project teams so that the 
organization is able to retain efficient self regulation and evolutionary continuous change in the volatile 
environment[10]. 

3.3 Humanistic Perspective 

Human being is the necessity carrier of digital implementation. Transformation is successful if an 
organization has the overall digital-illiteracy of employees, which means that not only the ability to use 
digital tools but also the profound understanding and conformity to the digital culture are equally 
important. After all, at this time, enterprises are badly needed to introduce a complete digital literacy 
training system to constantly enhance the ability of all staff and develop digital thinking. At the same 
time, in the process of transformation it is also facing the dilemma of "algorithmic efficiency" and 
"emotional efficiency". Over-reliance on algorithmic data is easy to make management mechanized, 
and the sense of employees' emotions and interpersonal relationships is declining. Humanistic theory 
has its own answer. Digitalization has to be a tool to empower the Employee experience, instead of the 
cold alternative. While introducing intelligent assessment tools, the "hard" technology needs to be 
balanced with "soft" humanistic care, by strengthening the feedbacks and the humanistic care, so that 
digital transformation really empowers the growth and well-being of employees. 

4. Current Status and Dilemmas of Digital Transformation 

Most of the enterprises' HRM strategic agendas have been recently permeated by digitalization and, 
as a matter of fact, the penetration rate in terms of different tools in recruitment, training, performance 
modules keeps steadily ascending in recent years. Despite the fact that the majority of the enterprises 
have already adopted pertinent information systems within their organizational structure, a small 
number of them have succeeded in truly integrating the cross-module data in such a way to support 
strategic decision-making processes. The entire industry is still dominated by the period of localized 
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informatization or in other words, is still not entirely transformed into a mature, data-driven stage; in 
the transformation process, technological, organization, talent and cultural level issues become 
entangled, forming big bottlenecks that restrict the effectiveness. 

4.1 Data Silos and Lack of Governance 

The HR system of most enterprises is developed stage by stage and module by module without 
unified design of underlying data standards and interfaces making system highly fragmented. Data is 
isolated in different subsystems. It is difficult to construct complete digital profile of an employee from 
recollection assessment, training record and performance results leading to the classic data silos. Not 
only does it prohibit the real-time sharing and linkage analysis across departments, but also leads to 
derivative problems such as inconsistent definition of data and different qualities of data. Simply 
speaking, there is a huge number of data available in enterprises but it can not be used, because it can 
not be integrated to and utilized in order to derive its value of decision-making. Consequently, data-
driven projects are confined to stay at the surface with simple function of report aggregation and can 
not offer services on deep-level applications such as turnover prediction and talent inventory. 

4.2 Absence of Process Reengineering 

Some enterprises limit digitalization to online translation of the offline world and accept electronic 
forms and online approvals to replace the cumbersome process, without truly rethinking the extraneous 
and redundant ties and rigid structures of the organization. In more severe cases, inefficient processes 
are simply hardcoded into systems, and the workload grows heavier. Department walls in traditional 
bureaucratic systems still stand tall, and transactional work still takes up most of the HR's energy. 
Consequently, Human Resources Shared Service Center (SSC) remains non-automated, Human 
Resources Business Partner (HRBP) can not really integrate with front-line business, and Center of 
Expertise (COE) can not lead the business in a strategic way, and the “Three-Pillar” model becomes a 
mere formality. Organizational agility has not kept pace with system rollouts, which has left the 
transformation in an “high investment, low perception” predicament." 

4.3 Structural Shortage of Digital Talent 

Talent gap is a root reason to inhibit transformation. On one side, traditional HR practitioners who 
are used to making decisions based on experience and doing transactional works, lack the capability 
and are afraid to use data analysis and algorithm. On the other side, hybrid talents who integrate both 
HR professional knowledge and digital thinking are extremely rare in the market; enterprises find it 
hard to build up some solid transformation teams. More importantly some execs. and CHRO are not 
digitally leaders, stay in the old perspective and do not coordinate the planning from the strategic 
macro-perspective. That results from the non-leveraging of digital tools, leading to a severe 
disproportion between investment and output[11]. 

4.4 Squeeze of Humanistic Value by Technological Rationality 

Within the practice of transformations, however, a kind of "technological determinism" often arises 
in which the algorithmic efficiency is being pursued excessively while employees' emotional 
requirements are being neglected. Although technical devices like intelligent assessment, behavioral 
monitoring, and whole-process tracking can improve the precision of management, they can easily 
arouse employees' feelings of alienation and insecurity, who feel that they are controlled by machines 
and observed by data, and thus develop passive resistance. At the same time, the old culture of "more 
value for data than for humanism" is not yet completely eliminated. Enterprises in general lack of 
complementary communications, participation incentive as well as humanistic care mechanism that 
hard for employees to find themselves in the value of transformation. Such deep imbalance between 
"algorithmic efficiency" and "emotional efficiency" makes the resistance be accumulated in the form of 
psychology by the employees and undermines the transformation effect gravely. 

5. Core Strategies for Optimizing Enterprise HRM Digital Transformation 

Based on resolving these practical dilemma in the above four aspects, this paper aims to propose 
corresponding systematic optimization strategies among technology, organization, talent, and culture 
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perspectives aiming at resolving pain points in order to build a synergized transformation framework. 

5.1 Technological Strategy 

Technological architecture perfection is the core of digitalization. In order to solve the data silos, 
enterprises need to formulate unified data standards and master data management standards, and 
connect functional modules through system integration and API interfaces so as to achieve a unified 
HR data mid-end. In addition, enterprises should also be forward-looking in layout by pre-designing 
data protocol frameworks which are compatible with the most advanced technologies such as quantum 
computer and brain-computer interface to save the cost of future system framework restructuring. On 
this basis, efforts should be made to develop algorithm model libraries that are suitable for HR so that 
management should be driven from descriptive analysis towards prescriptive and predictive analysis. 
For example, by developing employee turnover risks prediction models and talents persona clustering 
algorithm, the risk-warning and proactively intervention on talent loss can be made. Meantime, in order 
to prevent the "black box risks" of AI applying, hybrid decision making mechanism as "human 
supervision+AI assistance" should be required. While using AI to quickly process huge information 
efficiently, human experience, as well as human empathy should be trusted for final check, making the 
management decision fair and with humanistic bottom line. 

5.2 Organizational Strategy 

It follows that the digital transformation entails a profound transformation of the organizational 
structure of the HR, the essence of which lies in a dynamical adaptation on the basis of the "Three-
Pillar" model. In the digital scene, the SSC should use the RPA technology extensively to make the 
whole transactional work automatic; the HRBP should be embedded into the business front-line as deep 
as possible, and become the bridge of digital empowerment; the COE should focus on the logical 
deduction of the most advanced theories, and provide solid strategic assistance to the transformation. 
The enterprise should guide the process reengineering through the end-to-end automatic and intelligent 
approval chains. End-to-end automation serves for the closed-loop optimization of the entire life cycle 
business flow from onboarding to offboarding with no redundant manual interventions. Intelligent 
approval chains are based on preset rules and AI technologies for automatically deciding on 
compliance matters and highly compressing the approval cycles, and are able to comprehensively 
accelerate the organization agility. 

5.3 Talent Strategy 

Talent strategy must be two-pronged, to shape the digital leadership of top executives and 
reconstruct the digital skills of all employees. Firstly, promote the CHRO to the strategic position of 
Chief Human Resources Technology Officer. He should not only be an expert in the theory of 
management, but also have good cognition of digital technology and data based decision making ability, 
to guide the organization transformation from the strategic high ground. Second, for the larger 
workforce, enterprises should pay attention to the creation of a new ability matrix of "digital ability + 
soft ability". In the digital era, soft abilities such as communication, team co-creation and breakthrough 
thinking are more and more in demand and have not decreased. Enterprises need to take business 
scenarios as the basis, clarify the ability combination models of different positions, and through 
systematical training, ensure that employees maintain the essence of humanistic cooperation while 
mastering data tools. 

5.4 Cultural Strategy 

Cultural remodeling is the inevitable driving force for steady and long term promoting the 
transformation. The enterprises should pay much attention to establishing the culture of "let data speak" 
via intensive awareness campaign and case demonstration, so that the employees can deeply perceive 
the essence value of data in leading the management reform. Furthermore, the performance evaluation 
mechanism should be improved to consider the ability of data application, giving structural rewards to 
employees to make employees form a habit of collecting and applying data. In order to get over the 
transtion resistance, one can introduce the ADKAR (Awareness, Desire, Knowledge, Ability, 
Reinforcement) change management model: reinforce communications and stimulate participating in 
Awareness and Desire stages; provide rich learning resources and practice environments in Knowledge 
and Ability stages, and finally install the digital behavior with an effective reward and recognition 
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mechanism so that to solidify the cultural foundation of the transformation. 

6. Constructing the Practice Path for HRM Digital Transformation 

Human resources digital construction is a systemic project that is dynamic, evolutionary, and has to 
be iterated endlessly. To do the transformation well, it is necessary to start from top-level design and 
follow scientific implementation logic and evolution paths. 

6.1 Planning and Preparation Phase 

The point of departure of the transformation is a realistic analysis of the status quo. To this end a 
maturity analysis model can be introduced in order to have a systematic diagnosis in three dimensions 
of personnel (digital literacy and change willingness), process (degree of automation and collaboration 
level of the HRM chain) and technology (infrastructure and R&D capabilities), identifying the 
enterprise's comparative strengths and core vulnerabilities in digitalisation. Combined with a 
stakeholder analysis matrix, management and employee demands, though diverse, can be clearly 
established and hence, an action change road map is easily plotted, i.e., phased objectives, key 
milestones and responsibility assignment for each phase are established with a clear consensus built 
within the organization for a risk-free action in the initial stages. 

6.2 Pilot Implementation Phase 

In order to avoid a lack of control on the trial and error cost, pilot programs are recommended as a 
"small steps, fast iteration" principle for enterprises to verify their value before a massive deployment. 
More precisely, in the spirit of the Minimum Viable Product, core pain-point business domains like 
recruitment process reengineering or training management can be chosen as entry points to roll out a 
lean digital systems for exploratory validation. In the pilot period it is important to be able to iterate in 
high frequency and feedback loops in a agile manner. By capturing people's live interactive experience 
with the product via questionnaires and online communities, the R&D team can make rapid 
optimizations and iterate on the ways the product can be used in a real business setting. 

6.3 Full-scale Promotion Phase 

Once pilot system running stably and with substantial achievement on business performance and 
staff acceptance, window of large scale expansion is opened. As transformation complexity grows 
exponentially, the main task of this period is to build cross department digital governance system. 
Enterprise should set up cross department digital transformation leadership group to coordinate 
resource allocation and decision making on cross boundary interest conflict. Meanwhile, unified data 
standards and business process standards should be published and an enterprise level data dictionary 
should be built to support free flow of information across the whole enterprise. Such synergistic 
mechanism will completely break data silos and guide the digital transformation from a set of local 
breakthrough to a enterprise level leap in effectiveness. 

6.4 Continuous Optimization Phase 

A successful system launch is, thus, only a fresh start for digital management: the digital 
transformation will then enter a mature phase of perpetual optimization, where one can introduce the 
digital twin technology, for instance as a test-bed for process reengineering. By creating virtual process 
models that replicate real business processes, one can simulate, already in operation, the effectiveness 
of different configurations, in order to identify process redundancies and mis-allocation of resources 
nodes, in a very precise way. The essential driving force towards optimization is the PDCA (Plan-Do-
Check-Act) continuous improvement wheel: the implementation of optimization plans in Plan and Do 
stage; strict monitoring on the change of core KPIs (like per capita output, performance growth, and so 
on) in the Check stage; drawing the successful experience for standardized promotion in the Act stage. 
To use this wheel of cyclical improvement will drive HRM efficacy to take steady and step-by-step 
leaps. 
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7. Conclusion 

In the end, faced with the wave of digital economy, the traditional HRM system can not cope with 
the challenge of the complex and volatile market any more, so that transformation and upgrading of 
management models of organization is the inevitable choice for enterprises to establish competitiveness. 
Through rigorous theoretical deduction, in this paper, the supporting role of technologies driven 
paradigms, organizational change and humanistic logic in the transformation process has been fully 
explained and clarified in depth. Correspondingly, Optimization strategies in four major dimensions of 
technology, organization, talent, and culture, as well as the complete-lifetime practice path from 
planning to continuous optimization have been established. 

HRM digital transformation is not a technology version in the lonely, but a deep systemic reform 
about architecture reshaping, literacy development and culture reconstructing. In the way to go forward, 
enterprises need to draw the required boundary between the digitalization and the simple 
informatization, and must beware of the “technological determinism” and “forget to bring in the 
humanism”. Only when the basic foundation of digital process reform and scientific decision-making is 
made solid, and the employees' emotional needs and experience are concerned about and fully play at 
all times, can the inherent contradiction between the technological rationality and the humanistic 
warmth be truly resolved and the digital technology and human value be coexistent harmoniously. 

Looking forward, with the further innovation and deep application of frontier technologies such as 
quantum computing, brain-computer interface, and digital twin, HRM digitalization will generate more 
futuristic application scenarios, which will not only bring rich theoretical support and practical 
guidance for the long-term development of enterprises, but also help enterprises to establish first-mover 
advantages in the fierce global competition. Even though it will take some time to complete the path of 
transformation, with the scientific top-level planning, the solid pilot simulations, and the repeated 
iteration upon the basis of PDCA cycle, enterprises will inevitably achieve an overall leap in 
management efficacy and comprehensively forge an extremely resilient organizational ecosystem that 
is adapted to the digital era. 
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