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[bookmark: _Toc240905222]Abstract
Artificial intelligence (AI) is changing people management and leadership in the sense that it is changing how organisations hire and recruit employees, manage employee performance, communicate, and develop employees. The report is a critical review of how traditional leadership and HRM principles are being customised in accordance with AI-enabled workplaces. It used a secondary qualitative approach based on the latest academic sources and organisational data and thematic analysis of the leadership change, motivation, productivity, algorithmic bias, surveillance, skills displacement and human control. The findings indicate that AI can help improve the decision-making process by not only increasing the efficiency and speed with which information is consumed but also introducing the risk of autonomy, privacy, unfairness and dependency on technology among employees. The discussion suggests that AI does not impose itself on the fundamental leadership functions, as there is an essential element of trust, empathy, communication and ethical judgement. The responsible adoption thus needs managers to not only incorporate AI-assisted evidence with human judgement, transparent governance and employee development, but also to include these elements. Efficiency within organisations and maintenance of employee trust, motivation, and engagement can be encouraged by the combination of human-AI.
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[bookmark: _Toc240905224]Background
The importance of artificial intelligence (AI) has gained more importance in contemporary organisations and is influencing the decision-making process of managers, resource allocation and people management. AI can quickly handle extensive amounts of data and discover trends that can aid organisational decision-making (Nawaz et al., 2024). Organisations are adopting AI in people management and recruitment, performance evaluation, the planning and support of the workforce, employee assistance and learning (Safshekan et al., 2026). 
[bookmark: _Toc240905225]Business Administration and People Management
Employee commitment and performance are determined by motivation and employee guidance, and the relationship between organisational goals and employee behaviour is provided through leadership. Through communication, teamwork, confidence and familiarity, human resource management (HRM) brings together the processes of recruitment, training, performance control and development of employees (Zheng et al., 2026). These functions can be assisted by AI, though not to the extent of substituting human judgement, empathy and ethical responsibility in people management.
[bookmark: _Toc240905226]AI and the Changing Workplace
Some of the most frequently used applications include AI in the form of performance analytics, talent-matching and recruiting systems, automated scheduling, generative AI assistants, and employee support systems. This means that such applications can streamline and standardise management operations faster and provide insights based on information (Downie & Hayes, 2024). However, they will only work successfully under good governance and human control.
[bookmark: _Toc240905227]Aim
To critically design how artificial intelligence is changing leadership and people management practices, keeping in mind the opportunities, risks and responsible management practices.
[bookmark: _Toc240905228]Objectives
1. To discuss the traditional ideas behind leadership, motivation, communication and HRM in contemporary organisations
2. To examine the way AI is making changes in workplace practices by managers and employees
3. To identify chances and threats of AI-based people management and suggest wise leadership practices
[bookmark: _Toc240905229]Literature Review
[bookmark: _Toc240905230]Traditional Leadership and Management
Traditional leadership revolves around the capacity to influence employees, to arrange the work and to offer them circumstances to be able to work. However, modern-day experience indicates that those attributes of leadership that hinge on managerial authority are not as effective as communication, relationships and trust. Eva et al. (2024) demonstrate that employee trust is associated with leadership, communication and teamwork, and it is inevitably a fact that effective management is relationship-based as well. This is in contrast to highly technology-oriented strategies that can put emphasis on quantifiable products as opposed to human relationships. Therefore, AI is capable of providing information on decision-making to managers but cannot, in any other way, duplicate the trust and situational judgment of good managers.
[bookmark: _Toc240905231]Employee Motivation
The motivation theories present significant premises that can be applied to determine how AI would improve or reduce the extent of employee engagement. Using the Two-Factor Theory of Herzberg, Hasan & Mishra (2025) reveal that motivation factors, and the work environment, impact employee retention. Price Motivation AI can potentially enhance the working environment by automating it, decreasing administrative tasks, and enhancing efficiency. However, without a sense of recognition or meaningful contribution by the employees, the elevated efficiency cannot lead to motivation. Similarly, McAnally & Hagger (2024) emphasise the notion of autonomy, competence and relatedness within the framework of the Self-Determination Theory. The motivation and organisational commitment are also linked to retention by Yeh & Huang (2025) applying the Expectancy Theory, meaning that workers will be more willing to be active when they feel that it is appreciated that production, performance and outcomes are valued. Therefore, AI could support motivation with transparent and developmental outputs but could harm motivation in the case of employees feeling that technology is spying on or controlling them.
[bookmark: _Toc240905232]Human Resource Management
Traditional HRM encompasses recruitment, selection, performance management, training and workforce planning. Kambur & Yildirim (2023) argue that HRM is evolving towards the conventional administrative type of HRM to technological-enabling and strategy-focused approaches. The ability of HR departments can be scaled up by this revolution, as they can also redefine the skills HR professionals should possess. Technology thus cannot be regarded as a replacement for HR activities, but it redefines accountability to make sense of the data, adapt to the technologies and make decisions that are context-sensitive.
[bookmark: _Toc240905233]AI-Enabled People Management
Newer sources provide a more accurate understanding of the potential of AI as a means of analysis. Huang et al. (2023) state that to employ personalisation in HRM, it is possible to use employee data with the help of HR analytics and AI to make workforce decisions. Similarly, Venugopal et al. (2024) also demonstrate that AI may find application in workforce planning, which suggests that a data-driven system will be able to identify trends in workforce allocation as compared to the classical procedures. Recruitment, performance monitoring, scheduling and creating AI algorithms can be used to make the processes faster and more predictable. However, it would demand quality data, transparency and management.
[bookmark: _Toc240905234]Critical Literature Gap
Kambur & Yildirim (2023), Huang et al. (2023) and Venugopal et al. (2024) note the analytical and strategic opportunities of AI, whereas Eva et al. (2024), McAnally & Hagger (2024) and Hasan & Mishra (2025) describe relational, psychological and motivational conditions that technology cannot ensure on its own. That turned out to be the reverse of the current literature on the subject, backing the application of AI as an assistant tool of management and not an autonomous alternative to leadership. One of the main gaps is how organisations can integrate AI-driven evidence with human judgment whilst safeguarding trust, autonomy, motivation and engagement of employees.
[bookmark: _Toc240905235]Methodology / Approach
As it critically analyses the connection between AI, leadership and people management, this report takes a secondary qualitative research method. The selection of the methodology is based on existing scholarly peer-reviewed publications from the years primarily 2022-2026, with the assistance of organisational reports and industry cases. Theoretical perspectives of leadership and motivation, HRM and AI-based management are discussed in the literature, and organisational evidence reveals how all of these are implemented in the workplace. The thematic approach refers to a technique of distinguishing and contrasting repeatedly emerging issues in the literature (Naeem et al., 2023). AI-facilitated efficiency, transformation of leadership, workforce motivation, workplace surveillance, elimination of skills and human control, and algorithmic bias represent the areas of discussion. This is the appropriate approach because the task is on the understanding of how conventional rules of business management are being redefined to AI-enterprises and how organisations can balance the benefits of technology with responsible people management.
[bookmark: _Toc240905236]Findings / Analysis
[bookmark: _Toc240905237]AI and Leadership Decision-Making
AI is shifting the managerial decision-making process by offering information concerning an incredibly large scale of both employees and organisations. Predictive analytics and automated reports, combined with real-time dashboards, allow managers to know the trends related to the working operations and monitor the performance of work and resources (Rahman et al., 2025). Not only can this save time in the process of collecting information and processing it, but it can also facilitate managers in responding to issues more quickly. However, reduced decision-making time is not necessarily indicative of being a better leader. The tendency of AI systems is to recognise trends based on the available information, and managers have to take into consideration the organisational context, the situation of employees and the ethical implications (Hanna et al., 2025). An example would be that an algorithm will be able to detect the decreasing productivity of an employee but might not give any reason as to why that happened due to workload, personal issues, lack of resources or improper management. Therefore, human performance in the decision-making process can be improved by the supporting role of AI decision-making that will help people make decisions, but the unconditioned use of AI decision-making can lead to the loss of personal responsibility and judgment.
[bookmark: _Toc240905238]Performance Management and AI
Automated productivity measurement, performance analytics and continuous monitoring are some of the ways AI is taking over the performance management arena. Managers will be able to take advantage of more frequent access to information on work patterns and work indicators than periodic appraisals (Chuchu & Kyongo, 2025). This may facilitate the earlier process of determining training needs and enable feedback to be more ongoing. Still, the continuous measurement poses significant people-management issues. There is always a possibility that employees will feel that their actions are monitored most of the time, especially when organisations track the time spent working, the number of tasks completed or time online (Glavin et al., 2024). Such practices can support the stranglehold on focusing on quantifiable outputs in lieu of efforts on the broader aspects of performance, like creativity, collaboration and employee development. Performance-specific feedback, which is provided at an individualised level, may also appear to be efficient, although employees may question the validity of such feedback when they are not clear about what the system is measuring (Majrashi, 2025). As a result, performance AI needs to be transparent and interpreted by humans, and not consider numerical indicators as holistic portrayals of employee contribution.
[bookmark: _Toc240905239]AI in Recruiting and Managing Talent
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Figure 1: Global AI in Recruitment Market
(Source: Market.us, 2024)
AI can be helpful in the recruitment process by filtering through applications, searching for and matching potential candidates or their skills with job contacts. Having robots can speed up the application process when compared to the slow process of human screening and may allow HR departments to do recruiting on a large scale (McGrath, 2025). AI can also assist organisations in knowing the current skills of their employees and can match them with someone so that they can be given a specific development or career opportunity. The Global AI in Recruitment Market size is estimated to go up to USD 2.6 Billion by 2033, up from USD 0.8 Billion in 2023, with a CAGR of 12.4% in the forecast period that starts in 2024 and ends in 2033 (Market.us, 2024). Competence does not entail justice. Recruitment algorithms are based on available data and the requirements to come up with it. Automated systems may carry on trends within historical recruitment data, which is not free of biases, especially when the historical data has some biased information. Another thing that could confuse the applicants is that they may not know how their applications are rated by the computerised systems. This makes accountability a challenge, as responsibility can be blurred in case of a decision related to employment based on an AI-generated recommendation (Papagiannidis et al., 2025). Human consideration is however, still essential, especially when it comes to making decisions that may impact candidates' careers so much.
[bookmark: _Toc240905240]AI and Employee Motivation and Engagement
The potential of AI to help in employee motivation, define the development requirements, propose learning opportunities and tailor career support. When technology reduces the number of repetitive administrative tasks and allows employees to concentrate on more important matters, workers can benefit (Hayes & Downie, 2024). AI can also assist managers in obtaining information regarding changes in their engagement and performance. At the same time, AI can have a negative influence on motivation in instances when employees are subjected to either a lack of freedom or a greater sense of technological domination. Workers can also become less involved if they are convinced that significant workplace choices are made based on algorithms, instead of having a purposeful conversation with managers. Interpersonal interaction can be however, reduced because of over-automation, which could 0reduce recognition and belonging (Kasturiratna & Hartanto, 2026). AI must thus serve to supplement and not substitute managerial relationships. It is not only efficiency that motivation must be based on, but also whether employees feel fairly treated, have a sense of control, are valued, and are given an opportunity to develop.
[bookmark: _Toc240905241]AI, Communication and Generating AI
The interaction in the workplace can also be facilitated through generative AI assistant services that can be used to write emails, summarise facts, write reports and assist in knowledge sharing. These applications will be capable of shifting workloads to administration and making the work of managers deliver information more quickly. The AI can also help workers access their organisational knowledge, without necessarily having to refer to their coworkers or supervisors (Arora & Damarla, 2025). However, a higher rate of effective communication may cause the working environment to become more impersonal. Robotic messages cannot be as empathetic, as they may contain a lot of information and emotional intelligence that a sensitive employee message requires. It also has the risk of over-reliance on AI-generated materials by managers to the extent that it eliminates genuine interactions with those employees (Kasturiratna & Hartanto, 2026). Feedback, conflict resolution, and organisational change are some of the particular cases of human communication that are highly valued and should be especially trusted and sensitive to emotions.
[bookmark: _Toc240905242]Skills Displacement and Changing Managerial Roles
AI is not only making jobs unnecessary but also transforming employment. More of the common administrative functions can be automated, but workers and managers must acquire new skills to work with AI. There is an emphasis on AI literacy, critical thinking, the ability to interpret data and digital skills (IBM Newsroom, 2026). The roles of managers are also changing. Managers need to be knowledgeable about how AI systems work to be able to challenge their outputs, point out possible issues, and inform staff about changes in technology. This creates a need to reskill so that, with the technology, there could be a loophole as the non-essential skills are dropped. Managers in the future are becoming more and more dependent on coordinating both human and technological capacities than on any sort of decision-making between one or the other (Bankins et al., 2024). Practical organisations will be forced to incorporate the skills provided by AI in the form of automation and analysis with human judgment, communication, creativity and responsibility.
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[bookmark: _Toc240905244]Continuity and Change in Leadership
As indicated in the literature review, the aspects of communication, relationships and trust are still important in the process of leadership. Eva et al. (2024) prove the significance of these aspects among employees who trust the company, and the results demonstrate that AI makes the information and tools accessible to managers differently. This is a change in the style of leadership performance as compared with the justification of the necessity of leadership. The information and recommendations can be given by AI, and it is up to the managers to interpret the situation and to preserve relationships with employees.
[bookmark: _Toc240905245]Efficiency versus Human Judgement
Kambur & Yildirim (2023) and Huang et al. (2023) are interested in the prospect of smart HRM and analytics to improve people management that is more data-driven. Similarly, AI has proven to work quickly with information to identify trends and policies and guide decision-makers. The efficiency of technology does not however, necessarily result in effective management. AI would be quicker, bigger in power and capacity to examine. However, managers would introduce the context, compassion, ethical consideration and duty (Kasturiratna & Hartanto, 2026). In that way, AI will contribute to managerial competency improvement, rather than assume judgement.
[bookmark: _Toc240905246]AI Bias and Fairness
The article by Huang et al. (2023) presents AI as a means of more personalised HR decision making but the outcomes of the study indicate that the hiring and talent-management systems are able to reproduce bias when the input data is not appropriate or historically biased (Hanna et al., 2025). The greater consistency in the choices taken by an algorithm, therefore, does not automatically mean a greater degree of fairness. Human control must question the recommendations so as to hold decision-making on the employees accountable.
[bookmark: _Toc240905247]Autonomy, Privacy and Surveillance
Herzberg theory is about the work conditions and motivation-related factors, whereas Self-Determination Theory isolates autonomy, competence and relatedness as the most important needs at the workplace. The results indicate that AI surveillance can enhance the visibility of performance and at the same time diminish the perceived autonomy and trust (Chuchu & Kyongo, 2025). This implies excessive surveillance can have a negative influence on the motivational incentives AI is expected to support.
[bookmark: _Toc240905248]Changing Managerial Roles
The results show that the routine information gathering and administrative activities carried out by managers can be automated, lessening the participation they will have (Kasturiratna & Hartanto, 2026). This leaves a chance that managers may act as an interpreter, a coordinator, a coach, and make ethical decisions. The Expectancy Theory also suggests that performance and employee effort on the one hand, and rewards that the employees value should have meaningful correlations on the other hand (Yeh & Huang, 2025). Managers are thus still relevant in interpreting AI outputs into significant employee experiences.
[bookmark: _Toc240905249]Human-AI Balance
Overall, the state of the literature and findings supports a human-AI partnership. AI must be used as a tool in most organisations to assist, instead of being an automatic decision-maker, in areas such as recruitment, performance and development of employees. The organisations will have the capability to be technologically effective and have trust, autonomy, communication and accountability to sustainably manage people.
[bookmark: _Toc240905250]Conclusion and Recommendations
[bookmark: _Toc240905251]Conclusion
AI is revolutionising leadership and people management in terms of speed, scale, and reasonableness of organisational decision-making. Results show that AI is capable of supporting recruiting, performance management, workforce planning, along with communication and development of employees. The benefits, however, are at the expense of algorithmic discrimination, surveillance, privacy, agency and expertise. The report has shown that all the traditional qualities of leadership, motivation and HRM are not outdated, since trust, communication, recognition, autonomy and human judgement can never be replaced in the world of technology. AI should enhance the role of managers and not replace it. To adopt them effectively requires organisations to combine their advantages in technology with humanitarian leadership and moral accountability.
[bookmark: _Toc240905252]Recommendations
Human control: Managers should not lose the right to make key decisions about the job of staff and critically assess AI proposals.
Clear AI governance: Organisations should develop transparency, accountability, privacy and fairness procedures (Radanliev, 2025).
Reskilling of employees: AI literacy and professional development should be regularly practised in case employees need to adjust to roles.
Responsible monitoring: Workplace analytics should make sense, be straightforward and clear, with an aim of true organisational intent.
Human-centred leadership: Managers will continue with communication, empathy, trust, recognition, employee development and AI-enabled decision-making (Diniz et al., 2025).
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[bookmark: _Toc240905254]Appendix: Thematic Analysis of Literature
	Main Theme
	Key Issues Identified
	Relevance to the Study

	AI and Leadership Transformation
	AI-supported decisions, real-time information, changing managerial roles
	Examines how AI changes leadership practices while maintaining the importance of human judgement

	Employee Motivation and Engagement
	Autonomy, recognition, competence, motivation and retention
	Assesses whether AI strengthens or weakens employee motivation

	AI-Enabled HRM
	Recruitment, selection, performance management, workforce planning and talent development
	Identifies how AI transforms traditional HR activities

	Efficiency and Decision Support
	Automation, speed, data processing, predictive insights and personalised decisions
	Evaluates the organisational benefits of AI adoption

	Bias, Fairness and Accountability
	Algorithmic bias, transparency and responsibility for AI-supported decisions
	Examines ethical risks associated with automated people decisions

	Privacy and Workplace Surveillance
	Employee monitoring, data collection, autonomy and trust
	Considers the potential impact of AI monitoring on employee relationships

	Skills and Changing Work
	AI literacy, reskilling, job transformation and human-AI collaboration
	Examines how employees and managers need to adapt to AI-enabled workplaces

	Human-AI Balance
	Human oversight, empathy, communication, ethical judgement and accountability
	Develops the central argument for responsible and human-centred AI adoption




‌

‌

image1.png
European Institute of Innovation,
Entrepreneurship, and Technology





image2.jpeg
Global Al in Recruitment Market
Size, by Component, 2024-2033 (USD Billion)
3

m Software m Services

26
25 23 T

20

2 18

16
14
15 " 13
10 :
1 o8  9° B
)

2023 2024 2025 2026 2027 2028 2029 2030 2031 2032 2033

The Market will G L ; q: market.us

At the CAGR





