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Abstract

Artificial Intelligence (Al) is progressively reshaping Human Resource Management (HRM) practices globally,
signaling a significant revolution in the model of practice. However, the use of Al driven HRM processes is quite
limited in Sri Lanka's apparel industry. In response to this gap, current study explores the reasons for non-adoption
of Al in HRM within a leading apparel company in Sri Lanka. The study is led by the interpretivist paradigm using
an inductive reasoning process. The semi-structured and indepth interviews were carriedout for data collection
with HR professionals and other selected managers of the study apparel company. Findings indicated the number
of interrelated factors influencing the non-adoption of Al, including lack of training and awareness, a lack of
technological infrastructure, fear of job loss, a lack of commitment from management teams, and insufficient
support from the government. Moreover, norms of practices in the industry, the emphasis placed on human
involvement, and traditional practices in HRM were viewed as significant barriers. These findings contribute to a
non-use of Al driven HRM is an issue of a technological nature, but are significantly impacted by cultural,
structural, and behavioral influences on the organization.

Keywords: Al in HRM, Artificial Intelligence, Al non-adoption, Human Resource Management, Sri Lankan
Apparel Industry

Introduction

Acrtificial Intelligence (Al) signifies computer-based approach to performing human cognitive activities, which
can facilitate companies in performing functions more efficiently rather than conventional technology (Arslan et
al., 2022; Ekuma,2024). Within HRM Al adoption begins in talent management, reward management, learning
and development, performance evaluation, career development, and employee well-being (Sanchez et al., 2022).
Specifically, talent management is considered as a strategic HR initiative, that contributes to organizational
competitiveness and business performance (Karunathilaka, 2020). Consequently, the practice of HRM aligning
with talent management allows firms to choose and keep workers of the highest quality, thereby contributing to
the firm's sustained performance and value creation. Using Al technology within HR activities can completely
transform HR management practices. The current HRM literature suggests that Al is essential for improving
efficiency, and effectiveness of different aspect of HR functions such as, identifying, recruiting, screening, and
selecting talented people for organizations (Nawaz et al., 2024; Murugesan et al., 2023; Stone et al., 2024;
Meshram, 2023).

Sensible Al technologies provide innovative methods for personnel management, improve organizational
performance, and create various opportunities for performance evaluation. When discussing the accuracy of Al in
HRM, researchers disclosed that Al delivers effective outcomes for HR, ranging from HR acquisition to HR
retention, by managing time consumption, minimizing recurring activities of the HR department, and enhancing
the performance of HR systems and processes. Further, it leads to the optimization of HR tasks by saving money
and other resources while improving employee and customer satisfaction (Sanchez et al., 2022; Nawaz et
al.,2024). Moreover, based on the collection and analysis of data, Al chatbots facilitate employee engagement and
transform HR practices simplifying decision-making and career advancement. Thus, Al in HRM provides
tremendous benefits, such as improved precision, reduced costs and time, and more real-time feedback.
Consequently, this results in an HR system that is more powerfull and data-driven. Hence, the emphasis ought to
be on obtaining the advantages of implementing Al for HR functions.
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Research Problem

The garment industry is vital to Sri Lanka's economy due to export and employment creation potential. According
to the Ministry of Industries (2021), the apparel sector is reported to be Sri Lanka’s largest contributor to gross
exports in the last few decades. The industry contributed more than fifty-two percent of the gross export income.
The industry was the largest source of foreign exchange income for the country after 1992. The Sri Lanka Export
Development Board-EDB (2023) reported the industry earned $5.05 billion from exports in 2024 and contributed
42.01% of the total export revenue of the country. The industry has an estimated one million people employed
directly and indirectly. The industry contributes about seven percent to the gross domestic product. The garment
industry is Sri Lanka’s largest source of high-value exports.

The industry has incorporated Al into certain areas of operation to increase the efficiency and productivity of the
processes (Rathore, 2023), but has not yet done so with HRM functions where Al can be integrated (Nadhiya &
Mufassara, 2023). There is competition from other countries to Sri Lanka in the export sector worldwide. To face
that competition, most operations are automated because it helps to reduce costs and increase efficiency. Thus,
they have started to implement Al-based operations with the aim of cost savings, improved efficiency, and
productivity. However, despite these advancements in operations in apperal sector, Al is still not widely used in
HR. On the other hand, some South Asian countries also adopt Al-based technology to get competitive advantages
(Musaddique, 2024), especially Bangladesh (Sarker et al., 2024). If Sri Lanka does not keep up with the
advancements, it will certainly lose its competitive advantage.

To identify the performance gap, conducted a preliminary study within the Sri Lankan apparel industry further
revealed: though individual HR staff members repeatedly employ Al tools informally for personal activities,
organizational-level adoption of Al for HRM is largely absent. Similarly, such leading companies' Al adoption in
HRM has not progressed at the same pace as in operational functions. This elevates a significant consideration
regarding the above factors that, hinder Al integration into HRM, particularly within organizations that possess
the sufficient resources and strategic orientation to adopt such technologies.

While the Sri Lankan apparel- industry continues to be strategically crucial, the global demand for Al in HRM
creates an important gap in research concerning the industry. The lack of empirical studies exploring the benefits
of Al driven HRM in the apparel companies of Sri Lanka, especially since most available research is based on
Western countries. Existing studies on the barriers to Al adoption are few and are primarily concentrated in
developed countries. There have been some studies on the use of Al, but very few researchers have studied, the
barriers to Al adoption in HRM in the developing countries. Moreover, there is less evidence from the Sri Lankan
apparel industry in this context. Further, existing literature has mainly emphasized Al adoption in HRM rather
than non-adoption. Accordingly, HR managers and policymakers are given limited influence to eliminate the
barriers to Al adoption in HRM. Accordingly, it is worth examining why a leading apparel company in Sri Lanka
has not adopted Al for HRM, despite its recognized benefits and the competitive pressures facing the industry.

Hence, the research question of this studywas “what are the reasons for the non-adoption of Al in HRM within a
leading apparel company in Sri Lanka?” while the objective was to “explore the reasons for the non-adoption of
Al in HRM within a leading apparel company in Sri Lanka”.

Literature Review

Benefits of Integrating Al into HRM

Significant interest has been generated through AI’s impact on HRM due to increased efficiencies, better decision-
making, and improved handling of employees. Multiple advantages have been documented in the literature as a
result of applying Al in the various aspects of HR. Subsequently, current studies emphasize that Al is gradually
employed for most of the HRM functions: recriutment, talent identification and acquisition, HR analytics,
performance appraisal for emlightening their effectiveness (Nawaz et al., 2024; Stone et al., 2024; Aguinis et al.,
2024).

Al recommends promising opportunities for workplace managers, incrporating the evaluation of applicants for a
job and retaining employees (Nawaz et al. ,2024). Al can assist HR managers in performing tedious and
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monotonous tasks, thus improving the quality of HRM through the reduction of biases. The use of Al for more
accurate HRM can improve a number of HR functions, including time and cost savings and increased employee
satisfaction and performance of the company (Nawaz et al., 2024).

The capacity of Machine Learning (ML) to reduce or eliminate errors can help managers make more learned
decisions since better information is available (Sanchez et al., 2022). ML technologies can also predict outcomes
and identify the company issues more accurately than human evaluators (Nawaz et al., 2024). The effective
systems of this novel technology can also result in time and cost savings since tedious and time consuming
activities are eliminated, allowing workplace managers to focus on tasks requiring expertise and knowledge. The
survey in 2019, further highlighted that 61% of companies used this technology to improve key Al-transformed
HRM functions (Sanchez et al., 2022).

The application of Al involves labor-intensive human resource functions such as hiring employees, selecting the
best candidates for a job, and identifying training needs of the employees (Sanchez et al., 2022). Accordingly, a
company can use Al for these tasks, resulting in time savings. Al-driven chatbots can also provide real-time
experiences and feedback, thus improving human resource functions and employee engagement through the use
of real-time data collection and processing for career development and decision-making.

Even though numerous researchers emphasize the advantages of Al in HRM, several issues such as ethics, lack
of technological preparedness and individuals’ resistance imply that the results of Al integration are not
necessarily positive across the board.

Challenges Associated with Adopting Al in HRM

Al needs talented employees to handle and develop the skills required to move forward with technological
development (Sanchez et al., 2022). Despite the high cost of implementation, the application of Al can reduce
costs in processes. Another issue is the biases created by small and unrepresentative data and the increased
vulnerability of the entity, which increases the risk of data security breaches (Malik et al., 2021). The application
of Al, in HRM can cause technological unemployment; including job insecurity, burnout, and career uncertainty,
and it requires continuous technological support (Sanchez et al., 2022). Techno-stress also arises from the overuse
and continuous use of technology (Basnet, (2024).

From previous literature, there are several obstacles to the adoption of tech, including a lack of digital skills and
fluency with digital technology, which can make it difficult to identify the benefits of digital technology.
Innovation and adoption are also obstructed by managers’ resistance to computer-aided decision-making because
of the fear of potential job losses (Zoppelletto et al., 2026).

According to Ekuma (2024), the challenges to Al and automation adoption in HRM have not been rigorously
investigated. There is a need to concentrate more on the barriers to Al driven HRM. The application of this
technology can result in efficiency, cost savings, and improved decision-making in the management of people in
an organization. Al assists in redefining HRM tasks (workforce planning, recruitment, selection, hiring, training,
and performance management), in order to achieve strategic objectives of the organization. Various studies have
illustrated the potential benefits of Al- in managing the workforce and the organizations themselves. However,
there is a lack of research and guidelines on the implementation of this technology in Sri Lanka. Furthermore,
challenges to adoption, including job insecurity, burnout, turnover, and techno-stress, have not been adequately
investigated, although they are important for organizations to understand to fully benefit from Al.

According to the previous researchers, Al integration in HRM is controlled by a number of, organizational,
individual, technological and behavioral obstacles. Some of these barriers identified are fear of redundancy,
resistance to adoption of new technology, insufficient digital skills, concerns about trust and data security, and
insufficient technological frameworks (Arslan et al., 2022; Nankervis et al., 2021; Palos-Sanchez et al., 2022).
These constraints are likely to be greater in the context of developing countries where organizations lack the
sufficient resources and the capabilities to meet the market demand. Given the barriers outlined, the potential
advantages of Al systems for HRM cannot be fully realized unless organizations commit to incorporate Al in
HRM.
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Al in the Apparel Industry

The textile and apparel sector has been recognized as a cornerstone of the world economy. It mainly contributes
to the creation of jobs and economical development, particularly in developing countries. Further, it supports
improving the standard of living and providing affordable clothing for families with low incomes (Eppinger,
2022). Al has been seen as a revolutionary force in daily life, taking over tasks with high accuracy. This has been
seen in the textile sector, just like other sectors. Textile materials are mainly appreciated due to their fineness,
flexibility, and usability. This has been seen as the basis for all textiles and clothes. Halepoto et al. (2022) asserted
that textiles are the second fundamental necessity of individuals subsequent to food. One motivation to study
textiles is that they are a part of everyday life.

The use of Al technology has grown across many areas of business, but the Al driven HRM in labor-intensive
sectors, such as apparel manufacturing, has not grown in the same way. Most research has included the operational
advantages of Al, but few studies mention the challenges of Al in HRM, specifically in developing countries.
Therefore, research on the Sri Lankan apparel industry is needed, particularly to explore the reasons why Al has
not been adopted in the HRM.

Theoretical Foundation

The Technology Acceptance Model (TAM) and Diffusion of Innovation (DOI) are the two theories used in this
research paper to understand the non-adoption of Al in HRM. At the first stage, TAM, describes the ease of use
and the perceived value of a system as the main reasons why people adopt technology (Davis, 1989). When it
comes to Al in HRM, employees and managers may be reluctant to adopt Al technologies because of concerns
regarding low Al in HRM benefits, low level of Al in HRM awareness among employees, low levels of digital
literacy among employees, and high levels of anxiety regarding Al driven HRM.

DOI describes the adoption of innovations in organizations and the adoption barriers of innovations in
organizations, which relates to the advantages, the compatibility, and the complexity of the innovations (Rogers,
2003). The barriers from prior studies like traditional HR practices, incompatible infrastructure, unfavorable
organizational culture, and resistance to change reduce the potential advantages of Al in HRM.Together, the two
theories, TAM and DOI, describe the technological, organizational, and behavioral barriers of the non-use of Al
in HRM.

Methodology

The research methodology is supported by the research onion model (Saunders et al.,2016). Social constructivism
was used as the guiding framework to explore the reasoning behind the non-adoption of Al in HRM at a leading
garment company, therefore, this qualitative study was conducted as an exploratory research. Accordingly,
interpretivist research philosophy was employed by the study, which highlights that reality is not independent of
the individuals and is subjective; truths about Al adoption depend on participants’ knowledge, thoughts, ideas,
and opinions. Further, the research approach is inductive, involving collecting data to explore a phenomenon and
then formulating conclusions or theories based on the phenomenon explored (Goddard & Melville, 2004). In terms
of qualitative research design, this study used a single case study using a leading apparel company in Sri Lanka,
which can be used to explain, characterize, or investigate events or phenomena in the normal situations in which
they occur, claims Yin (2009).

Exploratory research is undertaken for the first time for the research and analysis of the uncharted area of study
of why leading apparel companies have not adopted Al in HRM. Moreover, in this study, the onion model was
applied with a cross-sectional time frame. This study was accomplished with a single apparel company,
corresponding to the 22 branches of the company functioning in the country. The study sample comprised HR
personnel with more than two years of experience pertaining to the organisation’s HR practices and the use of
technology which was further refined with the use of the purposive sampling method.

Data collection continued to the point of data saturation, when incoming interviews no longer offered substantially
new findings. Diversity was increased in the HR sample by including nine participants from different HR positions
and multiple locations (Table 1 presents the sample profile). Each interview was of 30-40 minutes and was
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conducted using an interview guide comprising open-ended questions which was developed based on the research
objective and insights from previous literature on Al adoption and HRM. In line with the research objective, the
researcher prepared eight questions. The first four questions were termed supportive questions aimed at
ascertaining and clarifying some of the current Al usage, beliefs surrounding Al, familiarity with Al tools, and
the anticipated benefits of Al in resolving HR-related concerns in their department. The remaining four questions
aimed at addressing barriers surrounding the non-use of Al to perform HR-related functions.

The interview guide was assessed based on the pilot test before starting the data collection process to ensure the
clarity and relevance of the questions. The four standards of trustworthiness articulated as: (1) credibility, (2)
dependability, (3) transferability, and (4) confirmability (Lincoln & Guba, 1985) were utilized to advance the
quality of the research. In the context of research ethics, we articulated issues of informed consent with each of
the participants, as we assured voluntary participation, and built in data protection and confidentiality, and data
secure storage.

Table 1: Background of Participants

Participant No Gender Year.s of Designation Location
Experience

001 M 4 Staff Officer Niwithigala
002 F 3 Officer Katunayake
003 F 4 Executive Minuwangoda
004 F 9 Senior Executive Niwithigala
005 F 2.5 Junior Executive Polonnaruwa
006 F 2 Officer Polgahawela
007 F 3 Officer Katunayake
008 M 2 Junior Executive Minuwangoda
009 F 4 Executive Polonnaruwa

Source: Research Data, 2026
Note: M-Male, F-Female

Data Analysis and Discussion

Thematic analysis was conducted to aid in the identification and interpretation of patterns and themes in the
qualitative data through the use of a methodical approach. (refer to Table 02 and Figure 01): data familiarization,
data coding, categorizing, theme development, and reviewing to achieve the research objectives (Clarke & Braun,
2016). The following section elaborates on each of the themes explained in an exhaustive manner, depicting an
understanding of the study context. Accordingly, eight main themes are identified: (1) Perceived impracticality
and limited value of Al in HR functions, (2) Human oversight and reliability considerations, (3) Fear of trust,
ethics, data security and job loss, (4) Insufficient policy and infrastructure support for Al integration, (5)
Capability gaps and financial risk perceptions limiting Al adoption, (6) Cautious and reactive competitive
orientation in Al adoption, (7) Skill mismatching and low digital literacy and (8) Industry norm and low
technological adoption.

Table 2: Reasons for Non-adoption of Al in HRM

Codes Categories Themes
o Practical limitations of Al for HR functions
o Task complexity due to multiple garment parts 1)
and frequent changes Perceived Practical Perceived
o Selective Al application in HR functions & Functional Impracticality and
Al cannot fully replace HR functions Limitations Limited Value of Al in
o Perception that Al adoption is not feasible HR Functions
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Codes Categories Themes

o Perceived negative impact on efficiency/

effectiveness
o Risk of missing potential candidates with Al Negative

screening Perceptions and
o Al benefits the company but may affect Fears

employees
o Labor reduction
o Not arequirement of Al
o Reliance on existing systems Perceived
o Smooth existing HR process Sufficiency of
o Practical limitations of Al for HR functions Present Systems
o Al generate based on existing data
o Cannot think as own
o Concern about AI’s dependence on historical data Concerns
o [Fear of inaccurate or unreliable Al decisions @ .

Human Oversight and

o  Cannot fully depend on Al Reliability
o Strong “people-first” culture Considerations
o Need for human involvement Human Judgment
o Al can partially improve efficiency but not and Control

completely replace human
o Fear of legal consequences due to privacy

violations
o Fear about loss of data confidentiality _ o
o Responsibility for data confidentiality Data confidentiality ®) _
o Lack of trust and data security of Al and legal worries ~ Fear of Trust, Ethics,
o Trust and transparency issues Data Security and job
o Fear of ethical concerns loss
o Fear of job loss as barrier to Al adoption Fear of job loss
o Reduce state policy barriers
o High tariffs and taxes as barriers to Al adoption
o Need for supportive government policies Govgrnment and
o Dependence on government support for Al Policy Support (4)

adoption Insufficient Policy and
o Need for affordable and reliable connectivity Iniﬁsxr(;zi;; rSaL:::;zort
o Require §table connection Poor Technological
o Connecthn Issues N Infrastructure
o Need for improved connectivity and data storage
o Lack of awareness because of informal Al usage Lack of Training 5)
o Lack of training and knowledge about Al and Awareness Capability Gaps and
o Uncertainty about return on investment in Al RABIty ©2ap
o Cost barrier Cost and return on Financial Risk
o High investment concern investment Perceptions Limiting

. . Al A ion

o Lack of pilot testing for Al concerns doptio
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Codes Categories Themes
o Management conducts cost-benefit evaluations
before adopting technology
Competitor-driven evaluation
o Officers’ cautious, evaluative approach to Al
adoption Reactive and
o Management decides based on the best method, Competitor- ©)
i Dependent . .
not competitors _ 2P . Cautious and Reactive
o Rea_ctlve zfldoptlon based on co_mpeﬂtor success Decision-Making Competitive
o Do investigations to make decision Orientation in Al
N Lack of Adoption
o Lack of competitive press_ure _to adopt Al Competitive
o Unawareness of Al adoption in peers Awareness and
Pressure
o Al adoption in HR affects all employees, not just
HR team
o Resistance due to lack of awareness and skill
mismatch Skill mismatching )
o Skill mismatching and less technology knowledge ~ and low digital Skill mismatching and
o Preference for traditional methods literacy low digital literacy
o Employee resistance due to fear of loss of job
o Lack of technical skills as a major barrier
o Lack of use of Al in Sri Lanka (8)
o Labor-intensive Industry Norm and Industry Norm and
o Human interventions Low Technological Low Technological
o Low Al adoption in the apparel industry Adoption Adoption

Source: Research Data, 2026

Theme 01: Perceived Impracticality and Limited Value Of Al in HR Functions

The first theme was developed under three categories: Perceived Practical & Functional Limitations, Negative
Perceptions and Fears, and Perceived Sufficiency of Current Systems. Most of participants highlighted that this
can be a major reason to not adopt Al for their HR functions.

Perceived practical & functional limitations

The findings show that many participants see practical difficulties in adopting Al within HR. There is also a
common perception that Al adoption is not feasible in the current situation of the organization. Individuals believe
that adapting Al is a major challenge for existing systems and managing it.

“Al cannot use every function like training and development.”

“So, cannot fully use Al tools for HR because everything cannot be done using Al as examples; we cannot handle
employee grievances, machine operators’ training, and discipline management using AIL.”

“Most of our operations depend on people’s engagement. “So, there are practical application issues in Al for
HR.”

Negative perceptions and fears
Specifically, some of the participants believe that Al could reduce efficiency or make their tasks complicated,
which shows a negative attitude towards Al. One of Participants highlighted that,
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“Their understanding issues, less knowledge makes them uncomfortable. So, it can be to reduce our employees’
performances. It will affect our company's efficiency and effectiveness.”

Perceived sufficiency of current systems

The findings show that many employees believe the current HR systems work well, so they don’t see the need for
Al and they are comfortable with the existing systems and find them effective for daily HR work. Several
respondents also stated that there is no requirement for Al because their HR processes are already running
smoothly. This shows that employees are satisfied with the current methods and do not feel that Al would add
much value. One of participants stated that,

“I think our department workflow is going smoothly without Al. So, we don’t want to use Al for HR functions
because we normally do our tasks without using AL "

Theme 02: Human Oversight and Reliability Considerations
This theme highlighted that they could not accept the reliability of Al-generated data, and they believe that
company nature also influences the decision not to adopt Al because of its labor-intensive industry.

Reliability and data concerns

Participants have doubt about the reliability of Al in HRM, particularly because it relies on existing or historical
data. While Al was seen as useful, respondents emphasized that it should not completely replace human decision-
making, as it cannot think independently or accurately predict outcomes without sufficient data. As one participant
pointed out,

“Actually, in my opinion, we should engage Al for HRM, but we should not be stuck with Al for the whole thing
because Al can generate things using existing data; the generated results depend on existing data because Al
cannot predict without data.”

This dependence raised fears of misleading results and inaccurate or unreliable decisions, particularly in sensitive
HR functions. As a result, limited trust in Al's reliability led to resistance against its full adoption in HRM.

Human judgment and control

The results from participants indicate that the organization's nature and the company's culture do not influence Al
adoption. The participants reflected that the organization is labor-intensive, meaning that many activities in the
apparel industry involve a human touch instead of an automated system, which leads the employees and managers
to feel that Al may not fit well with the current way of working.

“Our company is mainly based on labor-intensive, most of operations are done by employees. So, I think Al cannot
use for everything, because there should be a Auman touch. So, it can be a reason.”

Also, the company always highly depends on people and gives value to people, so they always think about people.
One of participants stated that,

“In our company, we always believe in the human connection. HR is about people, not machines. I don’t think a
computer can understand an employee’s emotions or family issues. In our culture, HR decisions are based on

s

relationships and understanding. A system can’t see those small but important things about a person.’

Theme 03: Fear of Trust, Ethics, Data Security and Job Loss
This theme captures employees’ fear and lack of trust toward Al adoption in HR, arising from ethical concerns,
data security risks, and the perceived threat of job loss.

Data confidentiality and legal worries

The category emphasizes deep concerns regarding data privacy and compliance. The participant stated that
employees have fears about sensitive HR data being misused or leaked by Al systems. Also, they don’t trust Al
due to data leaks and hacking. This is demonstrated below using the views of one participant.

“So, ethical concerns act as a barrier to adopting Al tools because we don’t have trust in Al tools regarding data
security and privacy. So sometimes if we use Al for HR functions, it can lose our confidential data and can go to
a third party.”
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Additionally, uncertainty regarding legal accountability and data ownership contributes to this uncertainty, which
makes the organization very cautious about implementing Al on a large scale.

“As an HR team, we handle employees' confidential data, like their personal information. So, we have a
responsibility to keep those things confidential. So sometimes if we use Al for HR functions, it can lose our
confidential data and can go to a third party. Because of that, we want to face the legal concerns of employees

”

about the leak of their personal information.

Fear of job loss

This is a major barrier when adopting Al for HR. Most employees are resistant due to fear of losing their jobs.
“Also, employees think AI will replace their jobs, so they can lose their jobs.”

“Fear of job loss or displacement, fear of losing human touch, or distrust in automated systems play as barriers
to adoption.”

Accordingly, fears of job loss may fuel resistance to adopting Al introduced by Arslan et al. (2022). From the

resistance-to-change standpoint, employees may view technology changes as threats to their positions.

Theme 04: Insufficient Policy and Infrastructure Support for Al Integration
This theme shows how limited government policy support and inadequate technological infrastructure act as
barriers to Al adaptation in HR functions.

Government and policy support

The results reveal that less government involvement and policy support have limited the organization’s capacity
to use Al. Participants noted the need for tax relief, reduced tariffs, and supportive government policy to obtain
access to Al technologies.

“So, we expect tax relief from the government for Al-related products that motivate us to use more AI on HR”
“If the government reduces those barriers and if it releases taxes related to its products and services, it will be
helpful for this and every company to think about Al for their organizations.”

Poor technological infrastructure

The researchers identified that the poor connections and inadequate data storage facilities are barriers. Participants
mainly highlighted poor technological infrastructure issues. They request affordable and reliable connections to
support Al.

“But when we handle big data with Al tools, I think we should have more storage. So, we want to access Google
Drive and Cloud.”

“Also, we need good connections. We faced difficulties without good connection facilities. Sometimes it gets slow
so that we cannot do our process smoothly. So, the government should focus more on ensuring good connections
at affordable prices.”

Theme 05: Capability Gaps and Financial Risk Perceptions Limiting Al Adoption
Researchers could identify that due to limited employee skill and training, and a lack of clarity on Al resulting in
financial returns, there is uncertainty regarding using Al in Human Resource (HR) functions and therefore
hesitation to adopt Al in HR functions under this theme based on participants’ ideas.

Lack of training and awareness
The research found that limited technical knowledge and a lack of ongoing training are barriers to Al readiness
among employees. Participants highlighted training as necessary to develop confidence in their skills and reduce
resistance to the changes.

One of participants highlighted that,

“Before implementing Al it is very helpful if the company gives training to everyone because some of us are not
aware of new technologies. Most of them lack Knowledge.

i)
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Cost and return on investment (ROI) concerns

Researchers could find that cost and ROI concerns of Al are inhibiting factors. The participant stated that their
top management has doubts whether the expense of an Al infrastructure is worth the investment. Management is
reluctant to allocate resources because of a lack of pilot testing, uncertain ROI, and fears of losing money. Most
of them mentioned that cost is not a barrier because they invest in new technologies, but return on investment can
be a barrier. It is shown from the following participants’ status.

“Cost is not a major barrier because our company highly focuses on new technologies, and if the perceived
benefits outweigh the cost, our management will definitely introduce new technologies.”

“As I mentioned earlier, before adopting new technology, they conduct a preliminary investigation to determine
whether it is cost-effective, efficient, and can achieve the expected performance. If it becomes waste, it can be a
loss to the company.”

While large organizations may be able to absorb and take on an Al infrastructure expense, the decision-making
process is usually dominated by financial caution for many organizations. But to identify whether the investment
is a waste or not, they didn’t do investigations. So, we can see that management doesn’t consider Al tools.

“We have new technologies, and our top management invests too much in new capabilities. But still the company
didn’t do any preliminary investigation Or pilot test.”

Theme 06: Cautious and Reactive Competitive Orientation in Al Adoption
This theme shows that cautious, competitor-dependent decision-making and low competitive pressure delay Al
adoption in HR.

Reactive and competitor-dependent decision-making

The researcher could identify that their management makes decisions based on competitors” actions. It shows they
have a competitor-dependent mindset, and this approach highlights the organization’s risk aversion. This may
hinder long-term competitiveness.

“If competitors are getting benefits from using Al, our management also will see about that.”

“If any competitor uses Al for HRM functions, our management will also consider and conduct a preliminary
investigation to determine if it is cost-effective, can get expected results, or not.”

Also, participants mentioned that management follows a structured and analytical process when making decisions.
They conduct PESTEL analyses to assess the risks.

“When we implement new things for the company, like new technology, the company does a PESTEL analysis to
understand whether that implementation can be implemented or not, because | think Al implementation is getting
big investment.”

However, one of the participants noted that their management does not blindly follow their competitors' actions;
instead, they conduct a preliminary investigation and take the best course of action.

“If competitors use it, our management Will not be forced to implement it because they see what is the best method
and they will implement the best method.”

But most of them highlight that their management makes decisions based on competitors. It highlights reactive
and competitor-dependent decision-making and its impact on delaying innovations.

Lack of competitive awareness and pressure
This category demonstrates the organization's lack of understanding of competitors’ actions and the lack of
market-pressure to use Al. Participants stated that they did not have much of an idea of how their peers or
competing firms were implementing Al in HRM, and they did not see much evidence of competitive
benchmarking or imitation.

“But I think in Sri Lanka many apparel companies do not use Al for HR functions. So, we don 't have a competition
on them to use Al for HR functions. Because of that, we don’t have any pressure from competitors to use those Al
tools for our department. ”

“You mentioned that one of the companies uses Al for HR functions. But still, we are not aware of this.’

>
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Theme 07: Skill Mismatching and Low Digital Literacy

This theme addresses the current technical skills of the workers compared to the skills that will be needed to
perform the jobs with the assistance of Al technology. Many employees mentioned that they don’t have enough
technical skills to work with advanced technologies.

“Skills mismatch can be a major reason because when we adopt Al for HR functions, our lower-level employees,
like machine operators and helpers, should also engage with that.”

“When the HR team uses Al for their functions, that employee also should deal with that A7~

This disconnect leads to resistance and reluctance to consider or work with Al tools, as many staff generally do
not feel ready or feel threatened by automation. As well as most of the participants who highlighted that, due to
fear about Al, they prefer traditional methods because they think Al will increase their workload.

“Lack of awareness and skill mismatching directly create resistance. Because employees are afraid of how to use
Al tools and think it will increase their workload.”

“Specifically, most employees, top-level as well as middle & lower-level employees, preferred the traditional way
of doing their tasks.” The results of Palos-Sanchez et al. (2022) support the finding that digital literacy poses a
significant barrier to Al adoption.

Theme 08: Industry Norms and Low Technological Adoption

These patterns demonstrate that the apparel sector in Sri Lanka remains largely traditional and labor-intensive,
heavily reliant on manual-labor and human intervention. The low levels of Al adoption in the apparel sector mean
many firms are working in similar patterns and are reliant on traditional production and operational management
methods. The slow pace of technological advancement within the industry, provides little pressure or motivation
for firms to adopt solutions involving Al technologies.

“As an apparel industry, industry norms also influence getting decisions to implement Al or not.”

“I think in Sri Lanka, most of the apparel companies do not use Al for their HRM functions, including us.”

In the apparel industry, the nature of work is highly labor-intensive. Employees are accustomed to people-focused
tasks and believe that there should always be a human touch when working with others. This mindset has become
a norm within the apparel industry, shaping resistant attitudes toward technology and Al adoption.

“Mainly as an apparel company, we engage with people, not machines.”

“Definitely, there should be a human touch to control and make decisions about them.”

The study identified eight themes as barriers to adopting Al for HRM. Focusing on the previous studies, there are
several studies in the existing literature that study the reasons for non-adoption of Al in HRM (Arslan et al., 2021).
The study has added to the existing literature by identifying some unique findings under five major themes, which
are exhibited in the figure 1.

Furthermore, there are some special factors related to the Sri Lankan apparel industry.

In reference to figure 1, comparing three identical findings with the current literature, the majority of researchers
in this case outline the barriers as lack of trust, ethics, and security of data. Data and legal issues and the effect of
data confidentiality concern the non-adoption of Al. Gryncewicz et al. (2023) asserted that despite a few studies
outlining the possible risks of Al in recruitment, such studies tend not to explore the ethical issues surrounding
the use of Al in recruitment. For instance, concerns such as the right to privacy, data protection, and the use of Al
to make, for people’s lives, important decisions. Moreover, there is anxiety among workers about their
displacement by Al, and that fear is evident in this study and the existing literature. This is also documented by
Arslan et al. (2021). The impact of Al on HRM indicates various kinds of job losses, role changes, new/different
skills, and shifts in the ubiquitous practice of talent management. The absence of awareness, as documented in
previous literature, is also a finding of this research and is recognized as a lack of skills, and low digital literacy,
testifying to the findings of Palos- S&nchez et al. (2022). Capability gaps and digital literacy pertain to the same
aspect of employees' engagement with Al technologies. Indications of insufficient skills, knowledge, and
technological awareness are critical barriers to the adoption of Al in HRM functions. As noted in the literature,
most employees remain reluctant to embrace the use of Al in HRM.
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It is evident that the majority of HR experts do not possess the required skills to adapt to the challenges posed by
the integration of Al in HR processes, and this may explain most of the opposition (Nankervis et al., 2021).
Another of the researcher’s findings was the impact of capability gaps and perceptions of financial risks that were
constraining the adoption of Al. Concerns regarding the costs and the expected return on investment are the
primary barriers that postpone the decision to implement Al. Huang et al. (2023) recommend that the initial step
in this regard is to evaluate the pros and cons of introducing customized strategies in HRM. Furthermore, valued
knowledge transition(s) is (are) from the normal practices of HRM to more customized practices(s) of HRM,
which are, in part or in whole, more customized HRM, which is not possible without substantial investment(s) in
HR tech and Al, notwithstanding the increased administrative expenses.

In this study, Al in HRM-related literature is limited, and it’s proven in the literature review. However, existing
literature findings are related to the benefits of using Al and are limited to challenges and barriers. Hence,
researchers suggest other findings are newly contributing to the literature. Insufficient policy and infrastructure
support for Al integration is related to developing countries like Sri Lanka because the government does not
support the improvement of new technologies like Al. They don’t invest in those things and they impose high
taxes on those digital devices to get revenue. As well as poor technological infrastructure, a barrier for the Sri
Lankan context because the country doesn’t have a fair connection range and its very high prices. When companies
want to purchase those connections, they limit those connections to reduce cost. So, those two are major barriers
to not adopting Al. Cautious and reactive competitive orientation in Al adoption is a barrier to adopting Al for
HRM in Sri Lankan context. In that, the lack of competitive awareness and pressure is also unique to the Sri
Lankan context because most companies still do not use Al for HRM. It also gives a negative perception and
demotivates the use of Al. Most employees see that Al is not practical for the apparel industry’s HR because it
mainly deals with people. Some HR functions cannot do with Al, like training & development, grievance handling,
likewise. So, the perceived impracticality and limited value of Al in the apparel HR context is also a major barrier.
Also, employees believe that the current system performs well and does not require advanced features. Thus, they
adopted the same routing and resistance to change and they are satisfied with the current Systems. Accordingly,
figure 1 presents the main barriers influencing the lack of Al driven HRM in the study's organisation. The
framework integrates two major findings: unique and similar findings with regard to the seven themes described
above. The new contribution of the study includes unique findings, while the similar findings align with the
existing literature.

Figure 1: Reasons for Non-Adoption of Al in HRM

Reasons for Non-Adoption of Artificial Intelligence (Al)

in Human Resource Management (HRM)

4

Unique Findings Similar Findings
(New Contributions) (In Line with Literature)

@ Perceived Impracticality & @ Fear of Trust, Ethics,
> Limited Value of Al in HR Functions > Data Security & Job Loss
@ Human Oversight & @ Capability Gaps & Financial Risk
> Reliability Considerations I Perceptions Limiting Al Adoption
N @) Insufficient Policy & Infrastructure @ Skill Mismatching &
Support for Al Integration Low Digital Literacy

@ Cautious & Reactive Competitive Orientation
> in Al Adoption

l» @ Industry Norm & Low Technological Adoption

Source: Research Data, 2026

Kelaniya Journal of Human Resource Management Volume 21 | Issue 01 | 2026 | Page 28



Lahiru and Karunathilaka, KJIHRM 2026, 21 (01)

Conclusion and Implications

The study identified the reasons for non-adoption of Al in HRM within a leading apparel company in Sri lanka.
Key new findings are included perceived impracticality and limited value of Al in HR functions, human oversight
and reliability considerations, insufficient policy and infrastructure support for Al integration, cautious and
reactive competitive orientation in Al adoption and industry norms and low technological adoption.

The findings build on existing theories such as the TAM and DOI by demonstrating how influences from
organizational culture, industry norms, job insecurity, and the lack of government and organizational support lead
to decisions against adoption. It also emphasizes that resistance to Al adoption may be influenced not only by the
technology’s readiness but also by behavioral, strategic, and contextual factors typical of labor-intensive
workplaces. Therefore, the study is innovative from a theoretical standpoint, as it uses the idea of organizational
reluctance along with contextual and socio-cultural factors to explain decisions unrelated to Al.

Further, this study contributes important practical implications for both organizational leaders and policymakers
in facilitating effective Al implementation in HRM. As per the outcome of the paper, the fundamental barriers
such as training, fear of job displacement, inadequate infrastructure, and commitment from management can
support more strategic interventions to support Al readiness. Management can use these insights to implement
relevant training programs, improve the technology base and create the conditions for a more innovative culture.
Additionally, HR leaders can create additional change management actions to minimize employee resistance and
coordinate with organizational vision regarding the Al implementation. From a broader perspective, the findings
bring forth implications for supportive policies by the government and collaborations at a wider industry level to
facilitate Al use and adoption in Sri Lanka's apparel industry. Addressing these practical areas may support apperal
companies and other organizations in moving from traditional HR practices to a more data-informed, efficient,
and future-facing HRM-based approach to support Al.

Limitations and Future Research Directions

This research offers important understanding of the non-implementation of Al in HRM in one of the top apparel
companies in Sri Lanka. However, some constraints should be considered. The research does not broaden the
applicability of the results to the whole apparel industry because it looks into one apparel company. Moreover,
the study explores barriers to Al adoption without comparing them to organizations that have successfully
implemented Al, thereby excluding potential best practices and positive adoption models. Hence, future
researchers are encouraged to do comparative or industry-wide researche to identify the key factors in the context
because there is a few research in this context Also, the researcher encourages doing research to identify the key
factors to mitigate those barriers preventing Al adoption. It will help policymakers and industry to restructure the
organizations and policies to encourage new technologies.

Reference

Aguinis, H., Beltran, J. R., & Cope, A. (2024). How to use generative Al as a human resource management
assistant. Organizational Dynamics, 53(1), 101029. https://doi.org/10.1016/j.0orgdyn.2023.101029

Arslan, A., Cooper, C., Khan, Z., Golgeci, I., & Ali, 1. (2022). Artificial intelligence and human workers’
interaction at team level: A conceptual assessment of the challenges and potential HRM strategies.
International Journal of Manpower, 43(1), 75-88. https://doi.org/10.1108/1JIM-01-2021-0050

Basnet, S. (2024). Artificial intelligence and machine learning in human resource management: Prospect and
future trends. International Journal of Research Publication and Reviews, 5(1), 281-287.

Berger, R. (2015). Now I see it, now I don’t: Researcher’s position and reflexivity in qualitative research.
Qualitative Research, 15(2), 219-234. https://doi.org/10.1177/1468794112468475

Clarke, V., & Braun, V. (2016). Thematic analysis. The Journal of Positive Psychology, 12(3), 297-298.
https://doi.org/10.1080/17439760.2016.1262613

Kelaniya Journal of Human Resource Management Volume 21 | Issue 01 | 2026 | Page 29



Lahiru and Karunathilaka, KJIHRM 2026, 21 (01)

De Silva, A. A. R. S., & Weerasinghe, T. D. (2021). Applicability of artificial intelligence for the functions of
human resource management in the apparel industry in Sri Lanka. Future of Work, 235.

Dudovskiy, J. (2019). Questionnaires. Research Methodology. https://research-methodology.net/research-
methods/survey-method/questionnaires-2/

Ekuma, K. (2024). Artificial intelligence and automation in human resource development: A systematic review.
Human Resource Development Review, 23(2), 199-229. https://doi.org/10.1177/15344843231208955

Eppinger, E. (2022). Artificial intelligence in the textile and apparel industry: Opportunities and challenges.
Springer. https://doi.org/10.1007/978-3-031-07844-9

Goddard, W., & Melville, S. (2004). Research methodology: An introduction. Juta & Company

Gryncewicz, W., Zygala, R., & Pilch, A. (2023). Al in HRM: Case study analysis. Preliminary research.
Procedia Computer Science, 225, 2351-2360. https://doi.org/10.1016/j.procs.2023.01.222

Halepoto, H., Gong, T., Noor, S., & Memon, H. (2022). Bibliometric analysis of artificial intelligence in
textiles. Materials, 15(8), 2910.https://doi.org/10.3390/mal15082910

Huang, X., Yang, F., Zheng, J., Feng, C., & Zhang, L. (2023). Personalized human resource management via
HR analytics and artificial intelligence: Theory and implications. Asia Pacific Management Review,
28(4), 598-610.https://doi.org/10.1016/j.apmrv.2023.03.002

Karunathilaka, K. G. G. S. (2020). Talent acquisition as a strategic tool of business performance. International
Journal of Management, Innovation & Entrepreneurial Research, 6(1), 1-12.
https://doi.org/10.18510/ijmier.2020.611

Lincoln, Y. S., & Guba, E. G. (1985). Naturalistic inquiry. Sage Publications.

Malik, A., Budhwar, P., Patel, C., & Srikanth, N. R. (2021). May the bots be with you! Delivering HR cost-
effectiveness and individualised employee experiences in an MNE. International Journal of Human
Resource Management, 32(5), 1148-1178. https://doi.org/10.1080/09585192.2018.1512532

Meshram, R. (2023). The role of artificial intelligence (Al) in recruitment and selection of employees in the
organisation. Russian Law Journal, 11(9S). https://doi.org/10.52783/rlj.v11i9s.1624

Ministry of Industries. (2021). Sri Lanka textile and apparel industry performance report. Government of Sri
Lanka.

Morgenstern, J. D., Rosella, L. C., Daley, M. J., Goel, V., Schiinemann, H. J., & Piggott, T. (2021). “Al’s gonna
have an impact on everything in society, so it has to have an impact on public health”: A fundamental
qualitative descriptive study of the implications of artificial intelligence for public health. BMC Public
Health, 21(1), 1-12. https://doi.org/10.1186/512889-020-10030-x

Murugesan, U., Subramanian, P., Srivastava, S., & Dwivedi, A. (2023). A study of artificial intelligence impacts
on human resource digitalization in Industry 4.0. Decision Analytics Journal, 7,
100249.https://doi.org/10.1016/j.dajour.2023.100249

Musaddique, A. (2024). Artificial intelligence adoption and competitive advantage in South Asian firms. Asian
Journal of Technology Innovation, 32(1), 1-18. https://doi.org/10.1080/19761597.2023.2274918

Nadhiya, S., & Mufassara, A. M. (2023). Artificial intelligence adoption in human resource management:
Evidence from Sri Lanka. South Asian Journal of Human Resources Management, 10(2), 235—
2https://doi.org/10.1177/23220937231164218

Nankervis, A., Connell, J., Cameron, R., Montague, A., & Prikshat, V. (2021). Artificial intelligence and ethical
human resource management. Journal of Business Ethics, 170(4), 577—
594.https://doi.org/10.1007/s10551-019-04258-1

Kelaniya Journal of Human Resource Management Volume 21 | Issue 01 | 2026 | Page 30



Lahiru and Karunathilaka, KJIHRM 2026, 21 (01)

Nawaz, N., Arunachalam, H., Pathi, B. K., & Gajenderan, V. (2024). The adoption of artificial intelligence in
human resources management practices. International Journal of Information Management Data Insights,
4(1), 100208. https://doi.org/10.1016/j.jjimei.2023.100208

Opatha, H. H. D. N. P. (2009). Human resource management: Personnel (2nd ed.). Colombo, Sri Lanka: Author.

Palos-Sanchez, P. R., Baena-Luna, P., Badicu, A., & Infante-Moro, J. C. (2022). Artificial intelligence and
human resources management: A bibliometric analysis. Applied Artificial Intelligence, 36(1),
2145631.https://doi.org/10.1080/08839514.2022.2145631

Rathore, B. (2023). Integration of artificial intelligence and its practices in the apparel industry. International
Journal of New Media Studies, 10(1), 25-37. https://doi.org/10.58972/eiprmj.v10ily23.40

Séanchez, F. J., Trigueros, R., Cangas, A. J., & Aguilar-Parra, J. M. (2022). Artificial intelligence in human
resource management: A review and research agenda. International Journal of Information Management,
62, 102453. https://doi.org/10.1016/j.ijinfomgt.2021.102453

Saunders, M., Lewis, P., & Thornhill, A. (2016). Research methods for business students (7th ed.). Pearson
Education.

Stone, D. L., Lukaszewski, K. M., & Johnson, R. D. (2024). Will artificial intelligence radically change human
resource management processes? Organizational Dynamics, 53(1), 101034.
https://doi.org/10.1016/j.0rgdyn.2023.101034

Yin, R. K. (2009). Case study research: Design and methods (4th ed.). Sage Publications.

Zoppelletto, A., Orlandi, L. B., Veglianti, E., & Rossignoli, C. (2026). Al adoption in HR: Al trust in digitally
lagging organisations. Journal of Innovation & Knowledge, 13, 100912.
https://doi.org/10.1016/j.jik.2025.100912

Kelaniya Journal of Human Resource Management Volume 21 | Issue 01 | 2026 | Page 31



