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Abstract 

This article examines the development of strategic human resource 

management (SHRM) in service enterprises under the conditions of the digital 

economy. Drawing on the resource-based view, the ability–motivation–opportunity 

framework, and contemporary research on electronic and algorithmic HRM, the 

study synthesizes how digital technologies reposition the human resource function 

from an administrative support unit into a strategic partner that shapes competitive 

advantage. The methodology is based on a structured review and conceptual 

synthesis of recent international scholarship (2013–2025). The analysis identifies the 

principal drivers of digital transformation in service-sector HRM — the 

intangibility and labour intensity of services, the decisive role of customer-facing 

employees, and the spread of HR information systems, people analytics, and 

artificial intelligence. On this basis, the article proposes an integrated framework 

for the strategic development of HRM in service enterprises, structured around five 

interrelated directions: digitally enabled talent acquisition, adaptive learning and 

reskilling, data-driven (analytics-based) decision-making, agile and inclusive 

organizational culture, and ethical governance of HR technologies. The study 

concludes that the strategic value of HRM in the digital economy depends less on 

the technologies themselves than on the alignment between human capital, digital 

capabilities, and organizational strategy. 
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The transition to a digital economy has fundamentally altered the conditions 

in which enterprises create and sustain value. Digital platforms, data analytics, 

cloud infrastructure, and artificial intelligence (AI) have compressed the time 

available for strategic adaptation and intensified competition for qualified, 

technologically literate personnel. In this environment, human resources are no 

longer treated as a passive operational input but as a strategic enabler of 

organizational performance and competitive advantage (Barney, 1991; Wright & 

McMahan, 1992). The strategic human resource management (SHRM) perspective 

— which aligns human resource practices with the long-term objectives of the 

organization — therefore becomes a central concern of management theory and 

practice. 

Service enterprises occupy a distinctive position in this transformation. 

Because services are intangible, perishable, and frequently produced and consumed 

simultaneously, their quality is inseparable from the competence, motivation, and 

behaviour of customer-facing employees. The performance of a hotel, a tourism 

agency, a bank, a consulting firm, or an educational institution is mediated to a 

high degree by the people who deliver the service. Consequently, the way in which 

a service enterprise recruits, develops, motivates, and retains its workforce has a 

direct and often immediate effect on customer experience, loyalty, and profitability. 

Digitalization both raises the stakes of these decisions and supplies new 

instruments — electronic HRM systems, people analytics, and AI-supported tools 

— for making them more effectively. 

Although the strategic role of HRM in digital transformation is increasingly 

well theorized, its concrete application in service enterprises — particularly in 

emerging and resource-constrained economies — remains insufficiently elaborated. 

Many service organizations still lack the digital literacy, infrastructure, and 

strategic foresight needed to convert technological investment into sustained 

advantage (Faeni & Wibisana, 2024; Zhang & Chen, 2023). The purpose of this 

article is therefore twofold: first, to synthesize the theoretical foundations and 

recent empirical evidence on the digital transformation of strategic HRM; and 

second, to propose an integrated framework that can guide the strategic 

development of HRM in service enterprises operating in the digital economy. 

The conceptual foundations of strategic HRM rest on the resource-based view 

of the firm, which holds that resources that are valuable, rare, inimitable, and well 

organized can serve as a source of sustained competitive advantage (Barney, 1991). 

Human capital — the knowledge, skills, and behaviours of employees — satisfies 

these conditions especially in service contexts, where it is difficult to imitate and 

tightly bound to organizational routines (Wright & McMahan, 1992; Lepak & Snell, 
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1999). The ability–motivation–opportunity (AMO) framework complements this 

view by specifying that performance arises when employees possess the relevant 

abilities, are motivated to apply them, and are given the opportunity to contribute 

(Appelbaum et al., 2000). Digital HR practices can strengthen each of these 

components: analytics-based selection improves ability, personalized development 

and recognition enhance motivation, and collaborative digital platforms expand the 

opportunity to participate. 

A second stream of literature concerns electronic HRM (e-HRM) — the use of 

information technology to support and deliver HR practices. Marler and Fisher 

(2013) demonstrate that e-HRM enables the HR function to shift from 

administrative processing toward a more strategic, value-adding role by leveraging 

data and automation. Bondarouk and Rüel (2009) emphasize that the strategic 

impact of e-HRM depends not on technology adoption alone but on how 

technology is embedded in organizational processes and relationships. More recent 

contributions extend this argument to algorithmic HRM, in which machine-

learning systems increasingly mediate decisions about recruitment, performance, 

and development (Meijerink et al., 2021). Such systems offer efficiency and 

scalability but raise questions of fairness, transparency, and accountability that the 

strategic HR function must govern (Rigotti & Fosch-Villaronga, 2024). 

Finally, the concept of digital maturity links these perspectives to 

organizational capability. Gileva et al. (2021) argue that the strategic management 

of personnel must evolve in step with the digital maturity of the enterprise, while 

Bresciani et al. (2021) and Zhang and Chen (2023) show that digitalization reshapes 

the very architecture of the HR function. Taken together, this body of work 

suggests that the strategic value of HRM in the digital economy depends on the 

alignment between human capital, digital capabilities, and business strategy, rather 

than on isolated technological investment. 

This study employs a qualitative, conceptual-synthesis methodology based on 

a structured review of international scholarship published between 2013 and 2025. 

Sources were drawn from peer-reviewed journals and recognized analytical reports 

indexed in major academic databases, selected according to their relevance to three 

intersecting themes: strategic human resource management, digital transformation 

of HRM, and the service sector. The review proceeded in three stages: (1) 

identification of theoretical foundations; (2) thematic analysis of drivers, practices, 

and outcomes of digital HRM; and (3) integrative synthesis into a framework for 

service enterprises. The approach is interpretive rather than statistical; its aim is to 

organize a fragmented literature into a coherent model that can inform both further 
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research and managerial practice. The resulting framework is therefore presented 

as a conceptual contribution to be tested empirically in subsequent studies. 

The analysis identifies several converging drivers that make the digital 

development of HRM strategically necessary for service enterprises. The first is the 

intensifying competition for digitally skilled talent: as routine tasks are automated, 

the relative value of analytical, relational, and creative competencies rises, and 

service firms compete for these capabilities across sectoral boundaries. The second 

is the changing nature of work itself — hybrid and remote arrangements, gig and 

platform employment, and continuously evolving customer expectations require 

more flexible, data-informed workforce planning. The third driver is technological 

maturation: the diffusion of HR information systems, cloud-based platforms, 

people analytics, and generative AI has lowered the cost of sophisticated HR 

practices and made them accessible even to medium-sized service organizations 

(Prokopenko et al., 2023; Zhang & Chen, 2023). For service enterprises in particular, 

where the employee is effectively part of the product, these drivers translate 

directly into pressure to professionalize and digitize the management of human 

resources. 

Building on the theoretical foundations and the identified drivers, the article 

proposes an integrated framework structured around five interrelated directions. 

These directions are not sequential stages but mutually reinforcing components of a 

single strategic system, anchored in the alignment between human capital, digital 

capability, and organizational strategy. The framework is summarized in Table 1 

and elaborated in the subsections that follow. 

Table 1. 

Five strategic directions for developing HRM in service enterprises 

Strategic direction Digital instruments Expected strategic outcome 

Digitally enabled talent 

acquisition 

AI-assisted sourcing and 

screening, digital employer 

branding, applicant tracking 

systems 

Faster, fairer hiring of customer-

facing and digital talent 

Adaptive learning and 

reskilling 

Learning experience 

platforms, micro-learning, AI-

personalized pathways 

A continuously up-skilled, change-

ready service workforce 

Data-driven decision-

making 

People analytics, predictive 

turnover and engagement 

models, HR dashboards 

Evidence-based workforce planning 

and retention 

Agile and inclusive 

culture 

Digital collaboration and 

feedback tools, continuous 

performance dialogue 

Higher engagement, agility, and 

service quality 

Ethical governance of Algorithmic auditing, Trust, fairness, and sustainable 
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HR technology transparency policies, data-

protection compliance 

adoption of digital HRM 

Digitally enabled talent acquisition. In service enterprises the recruitment of 

customer-facing employees is a strategic, not merely operational, activity. Digital 

sourcing channels, structured applicant-tracking systems, and AI-assisted screening 

allow firms to widen their candidate pool and accelerate hiring while reducing 

routine workload. When designed responsibly, these tools can also help mitigate 

bias and standardize evaluation; when designed carelessly, they can reproduce or 

amplify it (Rigotti & Fosch-Villaronga, 2024). Strategic value arises only when 

digital recruitment is aligned with the competency profile that the service strategy 

requires. 

Adaptive learning and reskilling. Because the half-life of skills is shrinking, 

continuous learning becomes a strategic imperative rather than a periodic event. 

Digital learning platforms enable personalized, on-demand development pathways 

and micro-learning that fit the irregular schedules typical of service work. The 

strategic objective is to build a workforce that is not only currently competent but 

structurally able to adapt to new technologies and changing customer expectations. 

Data-driven decision-making. People analytics transforms HR from an 

intuition-based function into an evidence-based one. Predictive models of turnover, 

engagement, and performance allow service managers to anticipate staffing gaps, 

target retention efforts at critical roles, and connect HR investment to business 

outcomes such as customer satisfaction. The strategic challenge is to develop 

sufficient data literacy within the HR function so that analytics inform, rather than 

replace, managerial judgment. 

Agile and inclusive organizational culture. Technology alone does not 

generate engagement; culture does. Digital collaboration and continuous-feedback 

tools support a shift from annual appraisal toward ongoing performance dialogue, 

which is well suited to fast-changing service environments. An inclusive culture 

that grants employees voice and autonomy strengthens the motivation and 

opportunity components of the AMO model and, in turn, the quality of the service 

encounter. 

Ethical governance of HR technology. As algorithmic systems mediate more 

HR decisions, governance becomes a strategic responsibility. Transparent policies 

on data collection and use, compliance with data-protection regulation, and 

periodic auditing of algorithms for fairness are necessary to preserve employee 

trust (Meijerink et al., 2021). Without such governance, the efficiency gains of 

digital HRM can be undermined by perceptions of over-monitoring and unfairness. 
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The proposed framework must be implemented in the face of significant 

constraints. Many service enterprises, particularly small and medium-sized ones in 

emerging economies, lack the financial resources, digital infrastructure, and 

specialized expertise required for full digital transformation (Faeni & Wibisana, 

2024; Cahyadi et al., 2022). Resistance to change, gaps in data literacy, and concerns 

about privacy and surveillance can slow adoption. There is also a risk that firms 

invest in technology without the corresponding investment in skills and culture, 

producing what may be termed a digital-maturity gap (Gileva et al., 2021). Effective 

strategic HRM must therefore treat digitalization as an organizational change 

process — supported by leadership, communication, and capability-building — 

rather than as a purely technical project. 

The digital economy has elevated human resource management from an 

administrative function into a strategic driver of competitive advantage, and 

nowhere is this more consequential than in service enterprises, where employees 

are inseparable from the value delivered to customers. This article has synthesized 

the theoretical foundations of strategic HRM — the resource-based view, the AMO 

framework, and research on electronic and algorithmic HRM — and has identified 

the principal drivers that make digital transformation of HRM strategically 

necessary for the service sector. On this basis it proposed an integrated framework 

structured around five mutually reinforcing directions: digitally enabled talent 

acquisition, adaptive learning and reskilling, data-driven decision-making, an agile 

and inclusive culture, and ethical governance of HR technologies. 

The central conclusion is that the strategic value of HRM in the digital 

economy does not reside in technology itself but in the alignment between human 

capital, digital capabilities, and organizational strategy. Service enterprises that 

achieve this alignment can convert digital investment into durable advantage 

through a more skilled, motivated, and adaptive workforce; those that adopt 

technology without the accompanying changes in skills, culture, and governance 

are likely to realize only limited and transient gains. Future research should test the 

proposed framework empirically across different service contexts and economies, 

with particular attention to the conditions under which digital HRM practices 

translate into measurable improvements in service quality and organizational 

performance. 
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