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Abstract: Polish Association of Human Resources Management (PSZK) there
have been identified four main job market challenges in Poland [Czy polscy
pracodawcy ... 2011]. There are as follow: motivation adjusted to age and sex; lack of
talents; retention of talents; and transformation of HR function.The analyses of
situation in the scope of the last challenge mentioned shows that a lot of managing
personal function workers have got ambition to act a leading strategic role in an
enterprise. However, they admit themselves that personal departments are still
reduced to a role of a business support or an administrator. The weak side of Polish
organizations remains effective measurement of personal function especially rate of
return from human capital investment. If personal function is to fulfill role of strategic
partner it needs to change an attitude for more professional one in an organization.
Desiring to be a business partner personal departments ought to make earnest
assessment of their current activities and plan possible development areas for them.
Measurements of effectiveness of personnel function should be an active base as
though personal departments were able to have strategic function in an organization.
Such transformation demands form personnel departments transferring their
engagement on new fields and as a consequence reorganizing administration
processes through their automation and outsourcing. The aim of the article is to show
a meaning of flexible organization of personal processes within contemporary entities
and introduction of common center services as a optimization tool and flexible
organization of personal function in an enterprise. There are pilot research
assessments presented in the article concerning SSC/BPO serving HR processes. The
article has got a cause character and is a base for further deepened direct researches.
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HEHTPOBETE 3A CBbBMECTHO OBCJIYKBAHE KATO
NHCTPYMEHT 3A OPTAHU3UPAHE HA I'bBKABO ®YHKIIMOHUPAHE
HA IIEPCOHAUJIA B ITIPEAIIPUATHUETO

JI-p (xa06.) beata CxoBpoH-MUeJTHHUK
JI-p Mapuud I'osemM0cku
HNxonomuyecku ynusepcurer, [lozHan

Pesrome: Ilosckara Acoumanus 3a ynpaBiI€HHME Ha YOBELIKUTE PECypcu
(PSZK) e unentudummpana 4eTupy OCHOBHH IIPEIU3BUKATEIICTBA HA paOOTHUS Ma3ap
B Ilomma [Czy polscy pracodawcy ... 2011]. Te ca Ha30BaHM KakTO CieaBa:
MOTHBAIIMSI CIIOPE IM0JIa U Bb3pacTTa, JUICA HA TaJaHTH, 3aJbp)KaHe HA TAJIaHTU U
Tpanchopmanus Ha GYHKIUATA HA YOBEIIKUTE PECypcH. AHAIM3bT HA CHUTYyallUsATa B
o0xBaTa Ha TMOCJIEAHO CIOMEHATOTO MPEIMW3BUKATEICTBO IOKa3Ba, Y€ MHOTO OT
ylpaBisBaluTe (GyHKIMOHHUPAHETO HA MEpCOHana paOOTHUIM MMaT aMOMIMATA J1a
UrpasT BOJEIIA CTpaTernyecka pojs B npeanpustuero. Odaue, Te camMuTe MpU3HaABAT,
Ye OT/AEJHMTE YOBEUIKH PECYpCH BCE OIIE ca C peaylupaHaTa pojisi Ha MOJIAbpIKaIln
O6uzHeca i agMuHHcTpaTopu.Cinada cTpaHa Ha MOJICKUTE OpraHU3allMi CHU OCTaBa
e(eKTUBHOTO HM3MEpBaHe Ha (PyHKIMATA HA MepcoHana, ¥ 0COOEHO MPOLEHTHT Ha
BB3BPBIIAEMOCT Ha  HMHBECTULIMHUTE B YOBEIIKHS KamuTal. AKo (yHKUusATa Ha
IepcoHaNa € Jla M3MbJIHU POJIATa Ha CTPATETHYECKU MapTHHOP B PaMKUTE Ha elHa
OpraHu3aiys, Heo0X0IMMO € OTHOIICHHUETO KbM IepCcoHaia Jja c€ MPOMEHU KbM TI0-
npodecuoHamTHO.AKO OTJENUTEe MO YOBEIIKH PECYPCH JKENaAT Jla ce NMpeBbpHAT B
Ou3HeCc TapTHHOpU, TpsiOBa 1a HaAmpaBsAT OOCKTHBHA TPEIICHKAa Ha TEKyIlaTa CH
JEMHOCT M J1a IUTaHWpaT Bb3MOXKHU 00J1aCTH Ha yChBBpIICHCTBaHE. 3MepBaneTo Ha
e(ekTUBHOCTTAa Ha (PyHKIMATA HA MepcoHana TpsiOBa ja ObIe aKTHMBHA OCHOBA Ha
TOBA, OTAEIUTE MO YOBEHIKH PECYpCH Ja ca CIOCOOHHU Ja MOoeMaT CTpaTeru4yecKu
byHKIIMM B AaaeHo npeanpusitue. TakaBa TpaHchopMaIus U3UCKBA OT OTIEIUTE IO
KaJ[pu J1a MPEXBBPIIAT aHTAXKUMEHTUTE CU KbM HOBU OOJIAaCTH M BCJIEJCTBHE HA TOBA,
Jla peopraHu3upaT aIMUHUCTPATUBHUTE MIPOLIECH YPE3 aBTOMATU3ALMS U ayTCOPCHHT.
Ilenta Ha cratuiTa € Ja TOKaXXe 3HAUYMMOCTTa Ha T'bBKaBaTa OpraHu3alus Ha
KaJpOBUTE€ TMpOIECH B  pPaMKUTE Ha CBHBPEMEHHHUTE CTONAHCKU EIUHUIM U
BBBE)KJAHETO Ha OOIIM OOCTYXKBAaIlld ILIEHTPOBE KAaTO ONTHUMAaJleH WHCTPYMEHT U
IbBKAaBOCT TMpH OpraHu3upaHe (QyHKIMATa HaA T[EpCOHaja B MPEANPHUSATHETO.
[IpoBeneHnTe MUIOTHH OLEHBYHM TPOYUYBAHUS TIPEACTABEHH B CTAaTHTA 3acsratr
cbBMecTHHTE oOcmyxBamu 1eHTpoBe (SSC/BPO) o6cmyxBaiy nporecuTe CBbp3aHu
¢ yoBemkuTe pecypcu. CraTusra MMa NPUYMHEH XapakTep M € OCHOBa 3a IO-
HATAThLIHU 33AbJI00YEHH U3CIICABAHUS.

KarouoBu aymu: ynpaBiieHHE Ha YOBEIIKH pecypcd, (DYHKIHOHUpAaHE Ha
nepcoHalia, T'bBKaBa OPraHUu3aIus

JEL: M12, M50
Introduction

Volatility of enterprise surrounding has become a permanent feature of its
activities regardless of entity core business. Since volatility of surrounding and

activity conditions appear there is a suggestion about meaning and scope of inner
changes which take place in the enterprises. Conception frames of organizational
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abilities for changes and flexible conception frames indicate apparent convergence
between the ideas that is why flexibility becomes extremely important organizational
ability in a change management [Osbert-Pociecha 2011].
With regard to personal function the ability rises bigger value in the view of
challenges which job market is giving. On the base of research concerning HRM
trends in Poland conducted by Deloitte in cooperation with Polish Association of
Human Resources Management (PSZK) there have been identified four main job
market challenges in Poland [Czy polscy pracodawcy ... 2011]. There are as follow:

= motivation adjusted to age and sex,

= lack of talents,

= retention of talents,

= transformation of HR function.

The analyses of situation in the scope of the last challenge mentioned shows
that a lot of managing personal function workers have got ambition to act a leading
strategic role in an enterprise. However, they admit themselves that personal
departments are still reduced to a role of a business support or an administrator. The
weak side of Polish organizations remains effective measurement of personal function
especially rate of return from human capital investment. If personal function is to
fulfill role of strategic partner it needs to change an attitude for more professional one
in an organization. Desiring to be a business partner personal departments ought to
make earnest assessment of their current activities and plan possible development
areas for them. Measurements of effectiveness of personnel function should be an
active base as though personal departments were able to have strategic function in an
organization. Such transformation demands form personnel departments transferring
their engagement on new fields and as a consequence reorganizing administration
processes through their automation and outsourcing.

The aim of the article is to show a meaning of flexible organization of personal
processes within contemporary entities and introduction of common center services as
a optimization tool and flexible organization of personal function in an enterprise.
There are pilot research assessments presented in the article concerning SSC/BPO
serving HR processes. The article has got a cause character and is a base for further
deepened direct researches.

Flexible organizational concept and its meaning in optimization of functions and
processes

Innovation flexibility and entrepreneurship are features of an entity necessary to avoid
ageing processes and over stabilization of an enterprise, these are processes rooting
from abilities to recover [Nesterowicz 2001, s. 63]. Flexibility sets an organizational
aim which brings to settling having to ensure matching enterprise and surrounding in
the situation of relentless change. That is the way to keep dynamic balance in an
organization that is why it is called ultra-steadiness [Skowron-Mielnik 2012, s 52]. Its
creating is one of basic dimension structuring a new paradigm of organization
management collaterally achieving effectiveness and affirming quality [Volberda
1998, s. 13]. Flexibility is a differential and ambiguous conception what evinces in a
great number and differentiates definitions, what is more it hampers connecting
activities for its matter. An interesting way to present the multi-faceted idea is an
multivariate approach classifying an essence and a meaning of flexibility in an
organization (Picture 1).
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Picture 1. Hierarchy of flexibility types
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Source: [Osbert-Pociecha, Grzesik 2009, s. 12]

On the above mentioned picture there are three main grounds of organizational
flexibility: operational one for example amount of production change. The easiest and
the most often used is contracting in the range of operational and structural flexibility
due to the fact that they concern activities on a lower scale and more detailed ones
that is why more unambiguous to the effects. Straight strategic activities are more
difficult to measure and assess but they give potentially bigger effects in building
competitive advantage of a company.

The second point of view over flexibility of organization is a question of
resource and process point of view [Kasiewicz i inni 2009]. Through resource point of
view an organization is spotted as a resource set (material, capital, informative,
personal) which are gradually changing. From the point of view creating their
flexibility it is essential that be substitution between procedure effectiveness and
resource flexibility - the more detailed the procedures coming from experience and
usage of hidden knowledge the bigger effectiveness of corporate activities but its
bigger (mount hardening) as well. Straight process approach takes a company as a
collection of process enabling to alter the resources in the way to achieve different
goals. According to S. Kasiewicz this approach enables more precise measurement of
flexibility than the level of work post through functional to organization one. Thereby
activity of effectiveness making organization more flexible can be assessed more
precisely. W. Golden and P. Powell [2000, za: Osbert-Pociecha 2011, s. 141-142]
suggested parameters of flexibility measurements and assessment:
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= efficiency,
= ability to reaction to changes at the right time,
= versatility - scope of activities possible to be taken by an organization,
= ability to keep economic condition enabling reaction on unpredictable changes
in surrounding.
In the context of above mentioned proposal of measurement it seems that more
unambiguous and the same way more business convincing is an assessment of process
flexibility than resource one. Beside possessing the right resources it is necessary to
know how to dispose them, which points at the meaning of managerial competences
or management systems [Stabryta 2009, s. 179].
With regard to this the recommendations to creation of flexibility organization are
heading for a direction of flexibility process. According to Osbert-Pociechy [2011, s.
218] future activity in order for the proactive management of flexibility organization
shall be directed on:
= underlining the role of flexibility as a particular competence essential for
improvement of effective measures,
= broadening the spectrum of flexible activities referring to particular functions
and processes including introduction of their configursation rules and
searching ways to measure flexibilty and assessment of influence on scores of
business activity,
= counteraction of barriers and adverse affecting conditions to increase the scope
of implementing activities making an organization more flexible.

In the pot of those activities first of all in the second group there are
undertakings in favor of making personal function of organization more flexible. R.
Krupski [2005, s. 75-77] understands flexibility of organizational structures as a
possibility of their fast change or applying to the needs or as a natural changeability
and he underlines the following sorts:

= resulting from module building organization - flexibility of the type
organization form results from this as follows: particular elements have
borders and it is possible to define what are their subject and effect of action,

= resulting from personal features of board management — organization
governed by persons feeling like applying new knowledge, making changes,
following innovations of organization are characterized by bigger alternation
and flexibility. However, there is some danger that the changes are done too
quickly and on the strategic level. Thus workers are not able to keep up with
them or they do not know them precisely. Then strategic flexibility does not
change into operational one and lower organizational level is stiff in their
activities.

= resulting from indeterminateness of inner organization and shaping it on the
spur of the moment — it is connected with organizational structure with huge
frequency, almost currently, delegating workers for the most important tasks
at the right moment. These solutions are very venturesome characterized with
weak defined division of duties, changeability of rules multi directive
communication but limited in applying to smaller organization because large
subjects are not able to act effectively without stable division of work.

= resulting from conscious creation of organic relations inside of an
organization — features of the organizational form are similar to the former
although creation of so weak described organization is deliberate and is to
enable bigger easiness of activities. It is characteristic for planned, innovative,
searching activity based on knowledge.
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= resulting from frequent changes in an organization — the easiest but also the

most common form of flexible organizational structures connected with

power change which lead to changes in management of system, creation or

elimination of organizational units.

= resulting from character of activity — it may concern segments which pro

tempore projects are done or technologically advanced segments with a

significant decentralization.
Thus divisional, network, virtual team, planned structures can be added to flexible
organizational structures. Rise of organizational flexibility can be done through
decreasing scope of post specializations, stronger decentralization, flattening
hierarchy, decreasing role of central units, simplifying coordination [Lobos 2003 s.
242]. It means changes in the scope of tasks, permissions and responsibilities on the
level on particular posts and an increase of professional demand from workers which
is not always possible through use of inner people sources. That is why there is
development of occasionally, temporary, outside employment. It is mainly temporary
work or functional outsourcing as a way to select some activities or departments off
the structure of enterprise and handing over under outsourced management of service
provider.
The role of shared service centers (SSC) in fulfilling personal function both in
theory and practice of enterprise

Referring to foregoing considerations it must be stated that personal function in an
enterprise has been changing radically. The changes have the meaning to quest for
make realization of personnel processes flexible so that it could meet a challenge of
the remaining participants’ demands faced by executors of personnel function. The
effect of that there are changes in scope of personal function structure aiming flexible
applying HR processes to real business needs. Contemporary structural solution in the
frame of personnel function in Polish literature are described as “fragmentation of
personal function” [Pocztowski 2010, s.186] whose graph is presented in picture 2.

Picture. 2. Fragmentation of personal function
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Source: [Pocztowski 2010, 5.192]

Analyzing information presented on the above mentioned graph hit may be concluded
that contemporary model of personal function assumes decentralization and flexibility
on the field of structure and organization of personal processes in comparison to
traditional model. The effect of the above there is wider applying new solutions in the
scope realization of personal function which can be included:

= Shared Service Centers,

= HR business partner,

= e-HR,

= expert centers of HR.
Bearing in mind the title and aim of hereby study and limited restrictions, subject of
SSC/BPO has been focused on and further part of the article there are partite
experimental results concerning SSC as a contemporary solution in the scope of
flexible creation of personal function structure.
The idea of common service relies on reforming tasks done in single organizational
units modifying them, and next connect them which in consequence causes that
different units use only one deliver’s service. The scope of competence of SSC differs
generally nevertheless it is come down to widely defined personal administration
[Reilly, Williams 2009, s. 50]. SSC as a structural solution is suitable for big
companies often widely geographically spread and the main aim is cost reduction and
increase in efficiency in action. Realization personal function partly within use of SSC
seems to be optimum solution connecting features of centralized and decentralized
model of organization. It proceeds from the study that SSC are one of most popular
solutions applied to reorganization of personal function. Confirmation of that there is
big share of centers fulfilling processes connected with personal function 56 units per
337 acting in Poland in a general number CUW located in Poland (graph 1).

Graph 1. Sorts of services provided in western centers in Poland in 2011

Inne / Other |
Zarzadzanie Zaopatrzeniem / Procurement s
Decision Support & Knowledge Process Outsourcing [

Ustugi Finansowe / Financial Services 1
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Obstuga Klienta (z wytaczeniem wsparcia IT) /
(ustomer Service (excl. IT Support)

Badania i Rozwdj (w tym rozwdj oprogramowania) /
Research & Development (incl. Software Development)

UstugiIT/
IT Services

Finansei Ksiegowosc/
Finance & Accounting

Source: [ABSL, 2011]
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Due to the fact of centers character they can be divided into:
= characteristic feature of unit type SSC is its outsourcing off mother company
which causes that the centers fulfill HR processes mainly in favor of dominant
subject. Thus according to the above mentioned only big companies ,which
are characterizing high complexity of realized processes and possessing stable
financial position, can allow themselves to introduce the type of improvements
in realization of personal function
= the centers type BPO opposite to SSC become independent subjects
specializing in operation of HR processes in favor of plenty of external clients.
It makes a huge difference between described types of service centers in so far
as middle and small business can use the BPO service centers as well. In
practice limitations are abolished in the scope of access to the latest, flexible
solutions in the field of fulfilling personal function for the above mentioned
group of enterprisers.
In reference to kinds of personal processes realized in the frame of service centers
primarily CUW were dedicated to fulfilling administrative part of personal function
mainly connected with remuneration system which is dominant in general serviced
personal processes. However, it is revealed from the conducted studies by ABSL
[Sektor... 2011], that the scope of CUW activities in Poland broadens dynamically
which data enlisted in graph 2 prove.

Graph 2. Changes in the scope of service done by CUW which took place in 2011
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Source: [Sektor ... 2011]

Bearing in mind the specific of service centers activities in the field of personal
function it ought to be supposed that later on dominant group of realized processes by
the units there will be administration of personal function. However, taking under
consideration the above fact that primarily service centers focused on payroll mainly
the development service provided must be acknowledged as dynamic one. the main
tasks currently realized in the frame of CUW must be qualified as follows:

= recruitment and reporting,

= benefits and rewards,

= personnel data managament,

= administration of remuneration systems,

= workers” workshops,

= motivation systems,

= taxation,

E-Journal ,,Dialogue”, 2013, 1



45
Beata Skowron-Mielnik, Marcin Gotembski

= work time accountment.
Increasing possibilities in the scope of broadening gamut of processes included into
personal function which in professional way can be done by CUW set good occasion
for their clients both inside if we take under consideration centers type SSC and
outside when considered BPO for making work in an enterprises flexible both in the
frame of organization and individual.
It must be remembered that organization of personal function basing on SSC is
connected with challenges facing people responsible for personal processes in a
company. It proceeds from the study that realization of the above mentioned elements
of personal function in the frame of specialized service centers in so far as the solution
brings intended results requires huge outlay of time resources and finance from the
enterprises. Analyzing experiences of enterprises in the scope of CUW creation there
can be a conclusion that achieving charted aims depends on readiness to deep changes
in organization, acceptance to different approach to work and implementation of new
IT solutions. Hence beside above described benefits connected with possibility of
flexible creating personal processes having been the effect of using the CUW service
it must be pointed danger from applying described solutions. Foregoing experiences
of enterprises in usage of structural solution in process of personal function realization
as the SSC become allowed to identify both advantages and significant disadvantages
of mentioned solution. Synthetic spin of advantages and disadvantages of SSC is
presented in below shown table 1.
Table 1. Advantages and disadvantages of SSC

Advantages of SSC Disadvantages of SSC
= benefits resulting from scale of = risk of too big outlay in relations
activity — service of a few to economic result expectations
countries/regions = superiority of standard work over
= higher concentration on key creative ones
competences and basic activities = Joss of direct contact
= |owering operational costs = narrowed contact to phone calls
connected with realization of and teleconferencing
personal function = Cultural incoherence between
= use of the latest IT solutions SSC and serviced premises.
= an increase of provided services
= better control and speed of taking
actions

Source: [Dudzik 2009, s.30]

Conclusion

Analyzing contemporary market conditions it can be easily observed a trend in
enterprise management which shows two characteristic features. The first one relies
on getting to optimization of process run through their possible full parametrization.
The second feature of the above mentioned trend is aspiration of companies for
gathering owned sources on key competences and so called core business which aim
is a constant increase in effectiveness of functioning which leads to achieve
competition advantage. The raised issue in hereby article enlists itself in the above
mentioned trends. Widely understood flexible work organization implemented on
level of sources and organizational sphere of a company enables to create processes in
accordance with the above mentioned trends in management. The need of
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optimization and make processes flexibly shows off in reference to personal function
in a company which stands more and more used structural solution according to a
presented research outcome. One of such solutions are described SSC whose
existence is an answer for needs connected both with parametrization and also making
processes flexibly and fulfilled in the personal function. As a consequence it must be
suggested that current trends in scope of organization of personal function contribute
to permanent quality recovery which ought to influence positively on a process of
creating values in companies thanks to proper strategic approach to human resources
in an organization.

Bibliography

Czy polscy pracodawcy sprostajqg nowym wyzwaniom? Trendy HRM w Polsce (2011),
Deloitte Polska. Member of Deloitte Touche Tohmatsu Limited

Dudzik M. (2009), Centra ustug — shared services, ,,Gospodarka materialowa i
logistyka”, nr 12

Kasiewicz S. i inni (2009), Metody osiggania elastycznosci przedsiebiorstw. Od
zarzgdzania zasobowego do procesowego, Oficyna Wydawnicza SGH,
Warszawa

Krupski R., red. (2005), Zarzgdzanie przedsigbiorstwem w turbulentnym otoczeniu,
PWE, Warszawa

Lobos K. (2003), Teoria struktur organizacyjnych. Stan i perspektywy, Wydawnictwo
Akademii Ekonomicznej we Wroctawiu, Wroctaw

Nesterowicz P. (2001), Organizacja na krawedzi chaosu, Wydawnictwo
Profesjonalnej Szkoty Biznesu, Krakow

Osbert Pociecha G. (2011), Zdolnos¢ do zmian jako sita sprawcza elastycznosci
organizacji, Wydawnictwo Uniwersytetu Ekonomicznego we Wroctawiu,
Wroctaw

Osbert-Pociecha G., Grzesik K. (2009), Elastycznos¢ organizacji jako kategoria
postmodernistyczna, Przeglad Organizacji nr 8

Pocztowski A. (2010), Fragmentacja funkcji personalnej, w: J. Szambelanczyk, M.
Zukowski (red.), Cztowiek w pracy i polityce spotecznej, Wyd. Uniwersytetu
Ekonomicznego w Poznaniu, Poznan

Reilly P., Williams T. (2009), Strategiczne Zarzqdzanie zasobami ludzkimi.
Rozwijanie potencjatu organizacji dzieki funkcji personalnej, Wolters Kluwer
business, Krakow

Sektor nowoczesnych ustug biznesowych w Polsce (2012), ABSL, Warszawa

Skowron-Mielnik B. (2012), Elastyczna organizacja pracy w przedsigbiorstwie,
Wydawnictwo Uniwersytetu Ekonomicznego w Poznaniu, Poznan

Stabryla A., red. (2009), Doskonalenie struktur organizacyjnych przedsigbiorstw
w gospodarce opartej na wiedzy, C.H. Beck, Warszawa

Volberda, H.W. (1998), Building the Flexibility Firm. How to Remain Competitive,
Oxford University Press, New York

E-Journal ,,Dialogue”, 2013, 1



