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New Public Management 
as a Tool for Changes in Public 
Administration

ABSTRACT

Objective: The implementation of mechanisms stimulating marketization of the public sector 

is an elementary assumption of a modern public management system. The main goals of these 

processes are to increase efficiency, reduce bureaucracy, create a platform for cooperation 

between public and private entities, and extend decentralization. The set of rules practiced in 

modern local governments increasingly resembles a private enterprise managed by efficient 

managers. The traditional approach, which was only the administration process itself, is being 

replaced by a focus on economy, efficiency, quality, and effectiveness.
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Methodology: The material was created based on the qualitative method in the form of sec-

ondary analysis of literature data. At the same time, it provides the theoretical background for 

conducted empirical research on changing the management system in public administration. 

The effect of further research explorations will be another material presented in the form of 

a research report

Value Added: The New Public Management (NPM) concept is based on changing the orientation 

of management of public organizations consisting in ceasing to apply the approach focusing 

only on procedures and rules of conduct related to expenditure, and implementing rules based 

on the analysis of the results related to expenditure incurred, adopting strategic orientation 

and introducing market mechanism for the process of providing public services (Zalewski, 

2006, p. 74). The purpose of the article is to describe the New Public Management model, the 

implementation of which helps public institutions to respond to challenges posed by external 

and internal stakeholders. 

Findings: The article presents the thesis that changes in public administration require the 

transformation of a management system characterized by entrepreneurship, the use of different 

business-oriented strategies for implementing effective actions. 

Recommendations: The idea of New Public Management is to replace the bureaucratic admin-

istrative management model and to introduce a managerial model, i.e. the application in the 

public sector of the principles and solutions of management systems known and used in the 

business sector (Alford & Huges, 2008, pp. 130–148). This is caused by the increase in citizens’ 

expectations regarding the increase in the quality of service provision, while at the same time 

unwilling to raise taxes. To achieve this goal, NPM has introduced certain assumptions to help 

in effective management (Templatka, n.d.).

Key words: New public management, public administration

JEL codes: H75

Introduction

The history of the concept and essence of public administration is located 

in the philosophical and social considerations. The first mentions of the 

specificity of organizing and influencing social life through a system of 

developed norms and the principles can be found already in antiquity, 

e.g. in the works of Plato, Aristotle.
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Analyzing the specifics of the concept of public administration, it should 

be pointed out that it dates back to ancient Rome. This term comes from the 

Latin language ministrare, which means service, performance, an activity 

subordinated to orders with the suffix ad giving this action the potential of 

purposefulness. It is also a synonym of help, service, leadership, management 

and guidance to achieve the defined goal (Izdebski & Kulesza, 2004, p. 24).

The second part of the term, i.e. the word ‘public’, is to prove that the 

administration belongs to the area of state activity and this means that it is 

somewhat universal in a given country and imposed from above.

There are many definitions of administration in the literature on the subject. 

Their main description comes from the combination of the words ministrare 

and ad mentioned earlier, however, the specification of the features can be 

somewhat varied. The nature of public administration does not fully help in 

determining the essence of its operation – and thus determining its definition 

context. The problem with creating a good and full definition of administration 

occurred from the very beginning of the implementation of this concept to 

consider the nature of order.

In J. S. Langrod’s theory the administration was: “planned grouping of 

people in the service of a certain public mission, and only through these 

people the sum of the devices at their disposal” (Boć, 2010, p. 10).

The functional approach to administration, recognized as the activity of 

organizing and executing political decisions conditioned by state authority, 

indicates the need for its functioning in all known state systems. In turn, 

the subjective approach was only formed in the 17th and 18th centuries, in 

particular during the Enlightenment.

In 1887, W. Wilson used the term public administration in the context of 

conducting public affairs. This was due to the fact that the administration 

has always been subordinated to the system and served as the executive 

apparatus of public authority (Witkowski, 2010, pp. 13–23).

It should be emphasized that in the Enlightenment one can find the 

basics of so-called good administration. “The leading idea of the En-
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lightenment was mercantilism. The commented system of economic 

and political views drew attention to the positive trade balance. Its fun-

damental premise was the opinion that the wealth of the state is directly 

proportional to the accumulated resources of precious ores, with particular 

emphasis on gold. Good administration in a functional sense according 

to this doctrine should accumulate resources as much as possible, both 

by regulating its exports and by actively acquiring new resources from 

areas outside the country” (Princ, 2016, p. 23).

It can be assumed that from this moment the administration has begun to 

be present in the space of social life as a tool supporting the building of social 

and political order. Public administration in the 18th century focused mainly 

on the army and ensuring an adequate financial level in the state treasury. 

During this period, numerous wars took place that forced the organization 

of appropriate funds for the development of the arms-related economy. 

Therefore, the mercantilism mentioned above became popular at that time, 

which, with the aim of supporting the state treasury, protected its own traders 

by granting reliefs by imposing high external duties. Public administration 

played a huge role at the time, expanding its activity by increasing the number 

of officials and establishing many state offices.

For G. L. Seidler, the 18th century administration is:

 · a reasonably selected team of people who expertly manage state affairs 

at various levels;

 · a team that, apart from ad hoc tasks, had a clearly defined overall goal;

 · a team that was a relatively separate group in society, aware of their po-

sition and role (Seidler, 1984, p. 23).

The increase of interest in the utilitarian approach to administration has 

also been manifested in building specific principles that it should characterize 

and improve its operations. Key replacement parts include, among others:

 · the need for action based on a bureaucratic system;

 · covering a larger area of social significance with its influence;

 · action legitimized by so-called general legal norms (Miłek, 2004, p. 12).
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The need to achieve the set goals in an efficient and effective way has 

resulted in the need to determine the characteristics of the organization by 

which it is possible to achieve key results. Bureaucracy was to be a type of 

organizational structure characterized by a specific set of variables intended 

to ensure high efficiency of the organization. Nowadays, the term is a specific 

form for describing the activities of public administration, which, based on 

three features: resolving public affairs, initiating state activities, and acting 

with non-empowered means, is an efficient means of accomplishing the 

tasks of the state as an organization (Sokalska, 2003). 

Public administration as a bureaucratic 
organization

Bureaucracy as a tool for the organization’s activity became the subject 

of research in the nineteenth century. There are two key areas of inquiry 

into this approach. One of them is the bureaucracy analysis based on the 

description of the structure and features of the bureaucratic organization, 

seeking to build the so-called perfect model. The other approach describes 

the consequences of the functioning of bureaucracy, with particular empha-

sis on the practical context focusing rather on descriptions of dysfunctional 

problems arising from bureaucracy.

The article focuses on the first concept of bureaucracy, referring to M. 

Weber’s approach.

M. Weber created a model of an ideal organization based on the so-called 

bureaucracy as a type of organization’s ideal functioning. His goal was to be 

able to precisely define and determine important variables organizing and 

improving the operation of a standards-based organization. He assumed 

that ideal types are artificial constructs that have the character of cognitive 

tools. On the other hand, however, he believed that they were useful in real 

creation, research and description of the features of the organization’s model 

in order to improve the effectiveness of its operation (Weber, 2004, p. 324).
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Weber defined the concept of organization as a specific type of apparatus 

whose operation is based on legal and legitimate authority. The principle of 

operation of this model comes down to the fact that it contains very strictly 

defined relations between the subordinate unit and the superior unit. Within 

these relationships, the responsibilities and jurisdiction of other entities 

are strictly defined. They are also equipped with appropriate resources 

enabling them to act, which in turn is closely monitored. Therefore, it can be 

determined that under the M. Weber’s model, the central office determines 

and imposes operating principles on all entities. He preferred to include the 

pure, so-called monocratic, bureaucracy, characterized by a hierarchical 

organizational structure, internal division of labor and tasks, fairly durable 

provisions on the substantive implementation of matters and service of 

external entities. He pointed to the selection of employees according to 

qualifications and the need to separate matters of the workplace from 

personal property and matters of persons who occupy these positions. 

Selected principles on which the ideal bureaucracy model is based are 

presented in the table below.

Table 1. Principles of the ideal bureaucracy model according to M. Weber

Principle Description of the specifics of operation

Stability All tasks and activities carried out by administrators must be 
determined by the legal system. The administrators must be 
permanent employees of their institutions, this increases the 
chances of commitment to work, reliability, and timeliness of 
the implementation of the assigned tasks.

Competence The scope of responsibility for issuing instructions must be 
strictly defined; persons issuing the order must be granted 
formal rights; employees carrying out tasks must be narrowly 
specialized to perform their work faster and better; division 
of work according to competence is aimed to prevent the 
incorrect use of methods or tools or the improper provision 
of services. The basis of the employment relationship is the 
appointment of employees, which consists in appointing the 
most competent employee for a specific job.
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Official hierarchy The implementation of the hierarchy-based system is required 
for the efficient and legal implementation of tasks; lower-level 
administrators are subject to higher-level officials who have 
the right to give orders and control the process; every staff 
member has the right to appeal to a higher level. Hierarchiza-
tion and expert authority should delimit errors that may result, 
for example, from ignorance or lack of experience.

Separation of em-
ployees from proper-
ty and separation of 
business and private 
matters

Officials receive a certain salary for their work; they cannot 
be owners of public funds. Official positions and resources of 
the institution may not be used by employees for personal 
purposes. Officials are remunerated according to hierarchy and 
responsibility.

Qualifications The necessary knowledge, experience and level of education 
should be determined for each position in the office to ensure 
that the recruited employees will perform their tasks in the 
best possible way. Care should be taken to improve employee 
qualifications. Staff members are employed according to their 
qualifications and not outside the criteria; the organization en-
ables further career for people who efficiently carry out their 
tasks and allows them to plan their career path, which devel-
ops with the age of the employee and their achievements.

Documentation and 
rationality

Each action has a specific purpose and must be documented; 
this is to ensure that the correctness of the settlement of mat-
ters can be verified; the choice of methods for achieving the 
objectives is to be adequate to the specifics of the given case.

Impersonality of 
provisions and their 
repetition

Procedures, rules and regulations have no reference to spe-
cific persons; regulations and not persons should clearly and 
unambiguously specify the ways of dealing with matters; the 
proceduralization of activities ensures reliability, it is easier to 
exchange staff and implement replaceability by showing devel-
oped standards of operation.

Source: based on Weber (2002).

Weber, creating a model of an ideal organization, based it on legal, con-

ferred, formal power. It was to be a contestation to anachronistic forms 

based on traditional or charismatic power. According to him, any departure 

from bureaucratic management means reducing the effectiveness of the 

organization, and this means irrational management of broadly understood 

organizational resources (Krasnodębski, 1999, p. 80).

M. Weber, describing the model of ideal bureaucracy, also initiated the 

current of institutionalism consisting in formalizing and legitimizing the or-
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ganization’s activities and, as a result, social life (Di Maggio & Powell, 1983, 

pp. 147–160). In this approach, it is assumed that bureaucracy is a rational 

and effective method of managing an organization that, when implemented, 

is difficult to stop. Its advantage lies in the fact that standardization of 

procedures helps institutions operate efficiently despite market changes. 

This approach to bureaucracy was named an iron cage of rationality. This 

concept presents the effects of introducing a rational management model 

of organizations that mainly focus on imposing restrictions on society in 

flexible and free implementation of goals that have not been adopted and 

set by bureaucracy. In this way, a significant reduction in the development 

of administration is born, as bureaucracy becomes an autonomous and 

self-supporting being (Di Maggio & Powell, 1983). 

However, despite the shortcomings and inconveniences of this approach, 

many public organizations still base their activities on it. Of course, one must 

consider the fact that with the development and changes taking place in the 

environment of public institutions, the evolution of this model is taking into 

account modern changes.

Nature and tasks of public administration 

In 1955, D. Waldo divided human activities according to the categorization 

used in the natural sciences:

 · family – joint human action;

 · type – administration;

 · species – public administration (Suwaj, 2009, p. 54). 

According to this division, administration is a type of joint human effort that 

must be characterized by a high level of rationality. In turn, human action can 

be considered joint when it produces such effects that without cooperation 

would be impossible to achieve. People’s cooperation may vary in terms of 

the effectiveness of achieving goals, which can be the goals of leaders or 

the goals of those who take the joint action.
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The term public administration is described in the source literature as 

the activities of the state and local government, performing public tasks 

defined in the constitution and other sources of applicable law. Public ad-

ministration is understood as the activities of local government (as a whole) 

and partial activity of the state commensurate with the other state author-

ities (legislative and judicial).

E. Ochendowski assumes that “administration is the activity of the state, 

the subject of which are administrative matters or, in other words, the task 

and competence in the field of executive power” (Ochendowski, 2004, pp. 

13-15). I. Lipowicz claims that “administration is a system made up of people, 

organized for the purpose of constant and systematic, directed towards 

the future, realization of the common good as a public mission consisting 

mainly (though not exclusively) on the ongoing implementation of laws, 

equipped for this purpose state power and material and technical means” 

(Ochendowski, 2004).

H. Izdebski and M. Kulesza present the objective and subjective approach to 

administration – namely, “public administration means a set of organizational, 

executive and executive activities, activities and projects carried out for the 

implementation of public interest by various entities, bodies and institutions 

on the basis of the Law and in forms defined by law” (Cieślak, 2004, pp. 13–14).

Public administration can be considered as a separate organization or 

institution that has specific characteristics and is understood as organiza-

tional activity in relation to political decisions of state authorities.

As far as the theory is concerned, public administration is distinguished 

in organizational, material and formal terms. In organizational or otherwise 

subject terms, public administration is administrative bodies and other entities 

that perform commissioned functions in the area of public administration. In 

material terms, however, public administration is a state activity whose sub-

ject is the tasks and competences in the field of executive power. In formal 

terms, public administration is an activity that administrative entities perform 

regardless of whether it is of an administrative nature or not (Cieślak, 2004). 
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The constitutional definition of public administration states that the main re-

sponsibility of the state is to perform public tasks. A state which evades this ob-

ligation questions the sense of its existence (Błaś, Boć, & Jeżewski, 2003, p. 6). 

Tasks and functions of public administration:

 · order and regulation – protection of the state, social order, ensuring se-

curity for citizens (police tasks);

 · provision of public services – social care, education, health care, com-

munication, culture, municipal economy, environmental protection;

 · efficient planning, organizing, performing and controlling the implemen-

tation of public tasks;

 · public property management;

 · services ensuring social development, economic development, issuing 

decisions, permits, customs, loans, interest rates etc.;

 · collecting and distributing income to other areas of social tasks;

 · implementation of expenditure by means of budgetary and extra-bud-

getary units implementing state and local government tasks;

 · creating the law, establishing the financial plan and strategy;

 · public resource management (Zawadzak, 2017, p. 15). 

The most important features of public administration include:

 · coercion, which means that all citizens of a given country and foreigners 

staying on its territory must be subject to public administration;

 · monopolistic nature – public administration is the only such body in a given 

country, which means that it is the only institution with such powers;

 · durability;

 · plan keeping;

 · continuity;

 · stability;

 · apolitical nature;

 · competence;

 · organizational and competence separation and ordering;

 · legalism;
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 · respect for the public interest (Zieliński, 2001, pp. 45–47). 

The notion of “public services” is associated with the public sphere. The 

purpose of these public services is to improve the quality of life of residents. 

This category includes only those services that serve the achievement of 

higher goals, constituting the so-called “to be or not to be” of the community 

of citizens. The basic criterion for determining whether specific actions are 

a public service is serving the public interest. They can be defined as public 

goods in relation to which it is impossible to exclude anyone from using them. 

These are goods which, regardless of the number of users, have a specific 

value that subsequent users do not infringe (Zieliński, 2001, p. 34). There-

fore, these are services provided by public administration directly to the 

public within the public sector or private entities providing a given service. 

In this regard, there is social consent for the provision of certain services to 

everyone, regardless of the amount of income received. Public services are 

such an important factor that providing them is an inalienable obligation of 

the state under the concept of human rights. These are public goods that 

cannot be excluded from consumption and at the same time do not com-

pete in consumption. Using them by one person does not deprive others of 

access and use infringe (Zieliński, 2001, p. 35). 

Public services cover a wide range of activities of local government 

units implemented by various organizational forms, including, for example, 

budgetary units, such as: offices, budgetary establishments, commercial law 

companies. Tasks related to the provision of these services relate not only to 

offices, but also to other organizational forms, regardless of organizational 

solutions occurring in a given unit.

Contemporary public services can be divided into:

 · administrative services;

 · social services;

 · technical services.

Improving the management of public services relates mainly to increasing 

the availability and quality of services provided by public administration units, 
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which should create conditions for their effective implementation based on 

defined standards and a specific market of service providers.

Nature of public organization management

System transformations in Poland in the 1990s led to many changes in 

the management of the public administration sector and the services it 

provides. Already in the 70s a crisis began regarding the trust of citizens 

in the state apparatus. “The economic recession of the 70’s undermined 

social confidence in the institution of the welfare state and in public admin-

istration perceived as an instrument to implement its principles. The model 

of administrative management of the economy was questioned and the 

extensive public sector was criticized” (Mazur, 2005, p. 57). 

This situation was also forced by changes taking place in politics, econ-

omy, and social life. Thus, the transformation itself introduced changes in the 

functioning of public administration, and the administration had to become 

a mechanism by which new reforms were introduced. “The history of Polish 

public administration, as in other countries, was determined by the political 

forms established in the Polish state. The development of the system of 

the Polish state, its transformations and functioning significantly influenced 

the institutional shape and practice of administration.” (Mazur, 2005, p.103).

The main purpose of the changes was to improve the working conditions 

of the office personnel, to take care of customers by paying more attention to 

them, and thus to improve the overall efficiency of administration. “There are 

five basic motives for the legislator of changes in public administration: sys-

temic, pragmatic, political, ideological and unidentified” (Cieślak, 2004, p. 213).

“The development of the function of public administration is an exponent 

of changes taking place in administration and the role it plays in the lives of 

individuals and entire social groups” (Ferens & Macek, 2002, p. 136). That is why 

it is important to notice the historical outline in relation to the present day, as 

well as the circumstances in which transformations of public power take place. 
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“When analyzing the processes of reforming public administration, it should be 

noted that the legal and institutional change alone does not automatically solve 

the problem underlying the implemented transformations” (Mazur, 2005, p.121).

Today, an important element is to see the connection between the proper 

and effective operation of administration and management science. “To 

the classic of administration science and organization and management 

sciences, H. Fayol, state (public) administration and management are syn-

onyms” (Habuda, 2006, p. 9). According to H. Fayol, all institutions, not only 

enterprises, but also state offices and services, are subject to the same 

principles, i.e. the need to anticipate, plan, control, organize and coordinate. 

Therefore, to function properly they all must be subject to the same rules. The 

use of management techniques in managing administration staff is more and 

more often noticed. However, one should not forget about the differences 

visible above all in the goals between public administration (acting for the 

good of the state) and enterprises (where the goal is mainly financial profit).

J. Korczak notes that in the administration more and more often emphasis 

is placed on criteria such as effectiveness, profitability, economy typical for 

management, and not only politics and law (Korczak, 2005, p. 53). The new 

approach assumes focusing on the effectiveness of performed tasks. It 

draws attention to the economic aspect, how to spend financial resources 

usefully and improve the quality of services provided, and above all, increase 

the efficiency of public sector activities.

When considering the nature of public management, it should be noted 

that it is one of the scientific sub-disciplines of management itself. Re-

searchers emphasize, however, that they should not equate the manage-

ment of private sector organizations with the management of public sector 

organizations. There are very clear premises that distinguish between the 

public and business spheres. It results even from separate goals that guide 

these areas. Therefore, they should also differ from each other in the way 

they are organized and operated. The first of these differences results from 

the ownership, i.e. having the right to dispose of the resources. Commercial 
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organizations are characterized by the fact that the right to dispose of their 

resources results from the ownership right. On the other hand, in public 

sector entities, it results from the power held by state and local government 

authorities, as well as from the right to supervise social units that have legal 

personality (Kudrycka, 2001, pp. 184–185).

Another difference results from separate goals. As one might assume, 

private organizations are characterized by the fact that their management is 

focused on achieving the particular goals of the organization and it is in this 

direction that the management body takes action. It should be noted here 

that business goals most often (in the vast majority of cases) are aimed at 

achieving such goals that will be expressed in money, i.e. in the highest pos-

sible profit. Meanwhile, the goals of public organizations are quite different, 

because their action is to lead to the well-being of the society in general or 

at least to improve the situation at local level. This means that the objectives 

of public organizations relate to a much larger group of entities and do not 

have a dimension that would have a purely financial sense. The anticipated 

profits from the activities of public organizations can be considered only in 

the general social context (Dziendziora, 2008). 

For these reasons, the difference seems to be significant, as it relates 

both to the assessment of management effects and to the fact that in-

stitutions belonging to the sphere of public life should not be assessed 

on the basis of their financial result or market value which they represent 

themselves, but on the basis of fulfilling their mission and performing their 

planned and various tasks.

W. Kieżuń points out that public management is about achieving organ-

izational goals and the personal responsibility of public managers for their 

implementation (Kieżuń, 2002). 

Public management can be defined as the management of public services 

in a broad sense. The basic criterion for determining whether specific activ-

ities are a public service is the pursuit of public interest. This management 

includes planning, organizing public services as well as motivating managers 
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and other people to provide these services at a high level while using their 

resources rationally, as well as controlling the degree of usability of the result 

achieved by public organizations (Kożuch, 2004, p. 256).

The subject of public management is:

a) examining management processes in public interest organizations 

that are to serve the community as a whole, while achieving higher goals;

b) determining the relationship between organized activities of people and 

changes in public organizations regardless of the size of their activities, 

presenting the justification of the changes introduced;

c) finding and directing these changes, and then using them in reality 

(Kożuch & Sułkowski, 2015, p. 29).

In turn, the subject of public management research includes some forms 

of planned human activity:

1) public institutions operating in various fields of social life;

2) national economy or its parts, e.g. industrial economy;

3) the state as a political institution of society.

The nature of public management lies therefore in the analysis of man-

agement processes in organizations that pursue the public interest. It deals 

with explaining the relationship between the characteristics of organized col-

lective action of people and their impact on changes in public organizations.

It is worth emphasizing that in recent years, the demand for management 

of public sector entities has increased. This situation is affected, among 

others, by the following factors:

 · quick response to a changing environment – public institutions with their 

decision-making system based on an autocratic process can rarely do this;

 · meeting client expectations – public institutions do not have incentives 

to study the real expectations of citizens, even political marketing is not 

a sufficient signal for them;

 · initiative and decentralized responsibility – public organizations, especially 

public administration, find it difficult to leave the bureaucratic model with 

strict hierarchical subordination;
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 · investment in a high-profit employee – the public sector stops investing 

in staff training when it becomes necessary to reduce costs;

 · the staff of ‘excellent’ business organizations share a common set of 

values relevant to the organization – public institutions are only occasion-

ally constructed based on a shared vision and goals of the organization; in 

addition, the political process effectively disrupts the construction of such 

lasting elements of the organization’s image;

 · specialization in what you do well – public institutions perform tasks 

assigned by law, they cannot always specialize in the fragment of their ac-

tivity that they assess as the best, they must perform a full range of legally 

defined tasks (Czaputowicz, 2011, p. 192). 

In the face of new challenges and conditions in the public sector, the 

basic change in management is the need to meet the challenges of mod-

ern times while maintaining a classic approach based on standardized 

procedures. However, it needs to be considered that the new approach is 

associated with multiple reforms that are not only distinct but sometimes 

even contradictory (Dunleavy, Margetts, Bastow, & Tinkler, 2006, pp. 

467–494). Public organizations face a challenge arising from the need to 

consider “the ability to survive, develop and act effectively in conditions 

of generalized uncertainty, i.e. the unpredictability of internal and exter-

nal business environment” (Dunleavy, Margetts, Bastow, & Tinkler, 2006, 

p. 65). Public institutions are required to “follow novelty, innovation, and 

their skillful and effective use both inside and outside the organization” 

(Drucker, 2000, p. 73). 

New Public Management as a new form of public 
administration management 

The administration is constantly changing, and accordingly, change the 

tasks it performs, as well as expectations from citizens. The administration 

“is subject to a process of particularly dynamic transformations (...). It is all 
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about making the public sector more effective and efficient and less costly” 

(Herbut, 1999, pp. 50–51).

“Given the growing pressure on the adaptation of management methods 

and techniques used in the private sector to the conditions of managing 

public organizations, or the desire to introduce the idea of New Public Man-

agement into administration, one can notice the growing importance of 

management issues” (Kamiński, 2016).

The response to the demand for administrative reforms was New Public 

Management, which is defined as a management-based public administration 

model. New Public Management is difficult to define because it is more than 

merely a concept, or a set of doctrinal beliefs (Hood, 2005). 

This model can also be described by the following terms: public management, 

market public administration, public management on market principles. It also 

results from the growing expectations of citizens regarding the improvement 

of the quality of public services while being reluctant to raise taxes.

New Public Management is derived from the theory of economy and 

experience in management in private services. The basic assumptions of 

this concept are:

 · looking at public organizations as a chain of relations between the orderer 

and contractor;

 · disaggregation of the traditional functions of international organizations 

into a quasi-contractual or quasi-market relationships;

 · launching competition in the field of public services provided between 

public agencies, companies and social organizations;

 · replacement of administration, hierarchical and clerical organizational 

culture by managerial, entrepreneurial and market culture;

 · public administration should focus on search results first, and then on 

processes and activities;

 · introduction, where possible, of the competition mechanism to work 

through contracting services to make it possible to correctly improve the 

results of public entities;
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 · public services should be provided by public and private entities, as well 

as by third sector entities, i.e. public benefit organizations, and this choice 

should be based on efficiency and effectiveness; 

 · public entities must strive to improve the quality of services provided and 

should be constantly adapted to the client’s needs;

 · public entities must pay particular attention to how they use their re-

sources, and particular emphasis should be placed on reducing the cost 

of services provided or improving quality at the same costs;

 · when choosing their goals, public entities, should pay attention to stake-

holders;

 · organizational culture of public entities should be characterized by flex-

ibility; innovation, problem solving and entrepreneurship;

 · efficient management of public entities requires the implementation of 

modern management tools;

 · control focused on recognizing the effectiveness and efficiency of func-

tioning (Hood, 2005, p. 423). 

As a consequence of these assumptions, public organizations should 

operate based on rules similar to those of the business sector, but the goals 

in the public sector are not only more diverse, but also harder to measure 

than in the private sector (Rainey & Jung, 2010, pp. 34–59).

Public administration should be focused on achieving results first, and 

then on processes and activities. For a long time, public organizations did 

not pay attention to the quality of services provided. Due to this, managers 

in public administration, who are progressive managers, not reactive officials, 

should pay more attention to tasks, and the assessment of their operation and 

functioning of public organizations should result from the results achieved 

and should be based on clear and measurable standards (Supernat, 2005).

On the other hand, in order for public organization to achieve better results, 

it is necessary to make better use of market competition mechanisms where 

it provides things and provides services, which can be done by reaching for 

privatization or outsourcing.
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Organizational bodies and units should be reorganized as private compa-

nies to obtain revenue from the sale of goods and services. Newly organized 

bodies and units of public administration can compete with each other, as 

well as with private and non-governmental organizations. The last two solu-

tions are usually associated with the so-called disaggregation of the public 

sector and the creation of smaller organizational units, so that it is easier 

to define their tasks, and managers take the place of bureaucrats. Making 

public administration more accountable to the society it serves belongs to 

fundamental objectives of New Public Management.

It should also be noted that New Public Management makes exten-

sive use of the concept of public choice which perceives the individual as 

a consumer of the services offered by public administration. It is assumed 

that both the consumer’s choice and the efficiency of administration will be 

strengthened if the administrative bodies or organizational units have to 

apply, just like the organizations on the market, for the individual to purchase 

their goods and services.

The main idea of New Public Management is to put the art of management 

over the art of administration in public administration, which is reflected in 

the words of O.E. Hughes: “Administration involves following instructions, 

whereas management involves the achievement of results” (Młodzik, 2015, 

p. 87). Therefore, New Public Management is based on a change in the ori-

entation of management of public organizations, which consists in discon-

tinuing the pedestal approach and procedures related to expenditure, and 

implementing rules based on an analysis of the results related to expenditure 

incurred, adopting strategic orientation and introducing a mechanism market 

to the process of providing public services. In addition, there is an increasing 

emphasis on the quality of public services provided, oriented on the needs 

and expectations of the citizen, who is treated as an “administration client” 

and whose needs should be known and met. For government agencies that 

compete with private organizations, this is obvious. However, even when public 

administrations offer goods and services, by using a monopoly or without 
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charging any fees, they should treat interested parties as consumers, which 

significantly improves the efficiency and ethics of administration.

According to J. Supernat, the idea that public organizations have cus-

tomers or consumers is not new, because in 1936, that is when traditional 

public management was in its heyday, administration theorist M. Dimock 

noted that: “consumer satisfaction is equally a task of public administration 

and business. If an officer of the administration always has the final result, 

namely consumer satisfaction, in mind, the action to be taken to improve 

the organization of the administration becomes evident” (Supernat, 2005).

According to A. Zalewski, “New Public Management introduces a managerial 

approach to public sector management. The novelty of this management 

model is the adaptation of management methods and techniques used in 

the private sector to the conditions of managing public organizations. It is 

especially about the attitude of these organizations on achieving results, de-

centralization of their management, taking over the strategic perspective and 

using market mechanisms. This management model is intended to ensure the 

efficiency and effectiveness of public organizations” (Zalewski, 2005, p. 68). 

Efficiency and effectiveness are closely related. Generally speaking, 

effectiveness refers to the degree to which goals and tasks have been 

achieved. In turn, efficiency refers to the degree of achievement of the as-

sumed objectives at minimal costs or maximization of the degree of achiev-

ing the objective at assumed costs. Efficiency in New Public Management 

is understood primarily as providing citizens with access to services of the 

highest quality possible at the same time with a relatively low burden on the 

state budget at the cost of providing them. It should be added that in the 

discussed concept, the effectiveness of a given entity’s activities does not 

depend on the level of its expenses or the amount of the budget, but on what 

has been achieved thanks to these expenses.

H. Krynicka, on the other hand, states that: “New Public Management 

puts emphasis on proper goal setting and performance monitoring, fi-

nancial management, setting service standards, the use of benchmarking 
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solutions and modern human resource management” (Krynicka, 2006, p. 

199). The author also adds that the goal of administration in the spirit of 

New Public Management is to obtain results and control and accountability 

for results, while effective action requires a combination of public, private 

and non-governmental efforts.

We can distinguish four basic models in NPM, whose creators are E. Ferlie, 

L. Ashburner, L. Fitzgerald and A. Pettigrew, they are divided into:

 · NPM model 1 – increasing efficiency;

 · NPM model 2 – limiting the size of organization and decentralization of 

management;

 · NPM model 3 – in search of perfection;

 · NPM model 4 – public service orientation (Młodzik, 2015, p. 190).

The basic features of this model are presented in table 2.

Table 2. New Public Management model

Model Basic features of the model

NPM Model 1.

Increasing efficiency

The increase in the importance of financial control.
Maximizing effects while reducing costs.
Setting transparent goals and monitoring results.
Development of financial and substantive audit.
Promoting the use of questionnaires as a tool for assess-
ing activities.
Exposing the responsibility of service providers to cus-
tomers.
Increasing market and customer orientation.
Implementing new good governance patterns.
Increased role of the management staff.
Management staff accounting for the results of their 
work.

NPM Model 2.

Limiting the size of organi-
zation and decentralization 
of management

Development of public service quasi-markets.
Increasing the role of contracting.
Limiting the role of hierarchical management in favor of 
contract management.
Importance of teamwork.
Focus on “management through impact”.
Departing from providing standardized services towards 
forms characterized by diversity and flexibility.
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NPM Model 3.

In search of perfection

Radical decentralization and evaluation through the 
results obtained.
Focus on organizational development and organization 
learning.
Intensive training programs for managers.
Emphasis on charismatic management methods.
Determining the mission of the organization and the 
image of its employee.

NPM Model 4.

Public service orientation

Achieving excellence in the process of providing public 
services.
Implementation of quality management.
Focusing on the development of knowledge about public 
services among citizens for example by assessing social 
needs, organizing community tasks.

Source: Młodzik (2015).

New Public Management also faces criticism. Opponents of this concept 

point to limited possibilities of implementing the new management model in 

the public sector. They mention such arguments as:

 · New Public Management uses market solutions to meet social needs in 

which the market as a resource allocation mechanism fails;

 · markets created in the public sector are not markets of free competition 

but markets of competition organized by various public authorities;

 · the concept does not recognize that market forces are not sufficient to 

achieve consumer satisfaction, for example the social and environmental 

effects of production on buyers and employees;

 · New Public Management does not recognize the difference between a cli-

ent-consumer who finances the provision of goods and services and a client, 

i.e. the recipient, who needs goods and services (Krynicka, 2006, p. 201). 

Critical remarks regarding New Public Management led to the emergence 

of a new concept of managing a public organization, called Good Govern-

ance, public governance, or public co-governance, the implementation of 

which is manifested in decision-making and activities characterized by the 

involvement of all stakeholders, the rule of law, transparency, responding to 

social needs, striving for consensus, taking into account minority voices, 

efficiency, as well as broadly understood responsibility towards society.
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Regardless of what the new approach to changes in the public adminis-

tration system will be called, it should be emphasized that transformations 

become the sine qua non condition of the activities of modern administration. 

Once launched, the transformations caused the necessity to take them into 

account and also pointed to the functionality and even the necessity of their 

implementation.

Summary

The new management model focuses on effective implementation of trans-

formations, which will result in greater flexibility of structures, saving of 

finances and introduction of customer orientation (no longer a customer). 

The concept postulates to improve the efficiency and effectiveness of the 

services offered, the quality of which can be checked and assessed. The 

new management has also improved the quality of public services by im-

proving their accessibility, and extensive use of information technology, in 

particular intranet ones.

It is worth emphasizing that the modern public administration management 

system enforces effective management of financial resources and achiev-

ing economically and socially desirable results. However, it is moving away 

from looking at the activities of public administration from the perspective 

of expenditure incurred. Attention is paid to the rationalization of budget 

expenditure, the optimal use of possessed financial, material and human 

resources. Financial transparency leads to increased citizens’ awareness, and 

thus limits the scope for influencing the administration of various pressure 

groups, e.g. trade unions. The ideal situation is the ability to independently 

manage resources in accordance with the belief in the rightness of action 

and at the same time achieving measurable results.
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Objective: The purpose of this article is to show the diversity of possibilities for interpreting 

identities in the context of the academic profession by showing the different dimensions of 

participation in the academic community and personality transformations associated with the 

capture of certain attitudes and behaviors of the scientists.
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of organizational identity in the scientific context. We expanded the characteristics associated 

with this issue to the recognitions arising from the complexity of participating in the life of 

science on many levels. The work provides an overview of the research approaches of poten-
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tial detectable factors shaping the investigator’s personality in organizational terms. Provided 

a theoretical background on scientist identity in an organizational context in this paper provides 

the directions of the research that brings diagnosis in management sciences.

Findings: Scientist organizational identity is the concept that provides a few interpretational 

directions that can be explored in the management context. The empirical views on this sub-

ject provide two levels of meaning. On the first level, it raises questions about individual needs 

related, on the one hand, to the factors of participation in this profession’s life, like prestige, 

carrier, and power. On the other hand, the second level’s meaning is connected with the scien-

tist’s personality and compatible with his professional choices like scientific orientation on life 

choices and creative disposition of high professionalism. The multi-mentality of participation, 

both physical, emotional, and life academism discourse, brings many recognitions of the concept 

of scientific organizational identity.

Value Added: Attention has been paid to the critical discourse on the theory of an organization’s 

influence on its scientific members’ identity. Also, an indication of the role of these processes 

in the power and hierarchy context. In the other context, we try to understand the role of indi-

vidual human dispositions and professional socialization processes in the academic profession. 

Recommendations: Scientists’ organizational identity is an interesting direction to explore, 

that brings many reflections about the influence that brings the academic profession area to 

scientific senses of being. These processes also influence factors like bureaucracy, hierarchy, 

career politics, evaluation processes, and academic organizational narratives. 

Key words: Organizational identity, scientist motivations, academic prestige, scientist career

JEL codes: M12, M14, O15

Introduction

There is a discourse on organizational identity in the management teachings. 

Since the 1980s, it has become increasingly important. Interest in the con-
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cept of identity in the field of management sciences may arise from several 

reasons: the increase in the importance of behavioral and humanistic aspects 

of management, an attempt to penetrate the psychological, cultural, and 

anthropological spheres into the organizational context. Issues related to 

well-being, non-financial incentive processes, and its members’ well-being 

may also contributed to the interest in this topic. Identity contexts are therefore 

into this direction of research of all professions in an organizational context. 

Not surprisingly, it can also reach for recognition of scientists’ lives and work 

at the university. An identity that can be regarded as an authority is often also 

influenced by how members of an organization adopt phenomena that occur in 

the professional environment, how they interact with them and how they deal 

with them. Thus, paying attention to these factors and tendencies has become 

a source of inspiration for literature analysis and an attempt to separate the 

concept of scientific organizational identity. It includes self-vision concepts 

within the profession and a discharge of scientists’ distinct characteristics 

certifying an organizational context. This project should bring up phenomena 

present in this profession, such as prestige, executive authority, university 

hierarchy, and the researcher’s workshop. Besides, it is worth pointing out 

axiological trends in recognition of scientific work content, which is common 

or divergent with scientifically recognized and supported academic sours. 

Literature Review 

The literature review included selecting search criteria targeted for a spe-

cific research problem that addressed the question: Can interpretation of 

different dimensions of participation in the scientific community related to 

professionalization and defined by the scientific themselves’ image in the 

meaning of this dimension lead to a separate category, which is the “scientific 

organizational identity”?

The research criteria included multi-stage analyzes that referred to the 

funnel metaphor, constituting the search structure, from the general the-
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matic approach to the critical analysis of selected, targeted sources. The 

search strategy was based on looking for previous systematic literature 

reviews in journals that deal with literature review in management science. 

The best journals in the management discipline are literature-research and 

review journal, Academy of Management Annals, and International Journal of 

Management Reviews. Besides, the search also included two bibliographic 

and bibliometric databases: Web of Science and Scopus. Besides, searches 

were also based on a book review of the research problem in the English 

and Polish literature. The literature review also included an analysis of book 

publications published at the turn of 2018–2020 and the free search for 

related topics on the Research Gate and Google Scholar.

In the first stage, the search criteria concerned the two top review journals 

in the management science discipline: Academy of Management Annals; Inter-

national Journal of Management Reviews. The searched phrases concerned 

the following issues: scientist organizational identity and scientist motivation.

Research work on the identity issues of scientists is associated with 

multiple views on this subject. It is impossible to identify trends in the 

world of science in organizational psychology from the organizational 

culture. Its members are a part of knowledge and science management 

systems. Scientists do not live in a vacuum, but function in relationships, 

stimulating them from many different segments of the cultural, economic, 

and social environment.

The roots of the concept of organizational 
identity

The solutions to identity in both collective and individual contexts should be 

sought in the early works of researchers such as G.H. Mead and his student 

H. Blumer (Sułkowski, 2013a, p. 26). Symbolic interactionism was a stream 

of analyzes of this concept and made it possible to refer to this category 

in the context of the individual’s symbolic interpretation. The research lit-
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erature in this regard is extensive, but this interactionist point of view arose 

in sociology. Therefore, it is worth mentioning classics such as G.H. Mead 

(1975), H. Tajfel, and J. Turner (Tajfel & Turner 1979) and H. Blumer  (Mead, 

1975). The concept of identity has also developed in the sciences of social 

psychology, cultural anthropology, and management sciences, although 

different directions of influence should be identified (Sułkowski, 2013a). While 

sociology and anthropology deal with collective identities, the science of 

management – organizational identity. At the end of the 1950s, Sułkowski 

(Sułkowski 2013) and Martineau (1958, pp. 17–55) researched the organiza-

tional image as the germ of these issues. W. Margulies, in the seventies, based 

on his experience in consulting, concluded that the identity context could be 

understood as a type of method chosen by an organization to define itself 

and external recognition (Margulies, 1977). S. Albert & D.A. Whetten (2004, 

p. 90) proposed that organizational identity be understood as the result of 

a search resulting from collective consensus and should meet the following 

criteria: (1) identifying the key features of an organization; (2) the criterion for 

determining differentiation; (3) the time continuity criterion. To these three 

criteria proposed by S. Albert & D.A. Whetten, a fourth can be added: the 

identity of the organization as a supra-individual and social phenomenon, 

differentiating and sustained by the members of the organization in time, the 

sense of existence (esprit du corp), which is a manifestation of the functioning 

of a social group (Sułkowski, 2008, p. 17).

Academics may feel the impact of transforming the university model 

towards departing from the concept of Universitas towards a pragmatic, 

practical and professional orientation, which is associated with the provision of 

educational and scientific services in a competitive environment, responding 

to the changing market needs (Sułkowski, 2013b). The elite education model 

of intellectuals has changed towards egalitarian and specialized education, 

in which market mechanisms play a significant role, and the participation of 

non-public entities is significant (Sułkowski, 2013b, p. 30). What can influence 

how scientists think about their profession.
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The motivation for scientific work and research

The diagnosis of a scientist’s functioning in organizational contexts is also 

related to organizational psychology and studies on motivation. The literature 

review suggests that when considering the issues of scientists’ identity in 

the organizational context, it is still the research that deals with motivational 

issues in the university environment that should still be considered. Motiva-

tions reveal many contexts that stimulate work and reveal incentive systems 

that affect researchers’ work processes and well-being. Many studies are 

devoted to the approach to research workers’ motivation related to their 

work’s parameterization. The important determinants for that point of rec-

ognition are excellent quality (research excellence) or the Hirsch index (used 

both for the scientific metric assessment of individual achievements and 

organizations’ achievements. Cris Shore & Susan Wright (2015, pp. 569–572) 

drew attention to the phenomenon of institutional competition that affects 

university employees’ academic staff. The pressure of results and adjusting 

to the university scientific metrics the standards of their labor. Therefore, the 

bureaucratization may affect individualism and changes in one’s perception 

in a scientists’ professional environment. Many authors pay attention to the 

critical approach to the parameterization of science. The tendency to increase 

emphasis on parameterization draws researchers’ attention to the problems 

of publication obedience enforcement. On the other hand, it may be important 

in motivation due to the increase in the number of highly scored publications, 

the sense of commitment, and scientific work quality improvement.

There were diagnoses concerning the public reception of scientists’ 

motivation, which addressed networks of incentives and discouragement 

to scientific work, translating into the critical role of science in society and 

science authority properties (Johnson & Dieckmann, 2019). Johnson and 

Dieckmann’s research prompts a wider discussion of these aspects in the 

context of many factors such as internal motivators, e.g. money, fame, au-

thority, or external ones, such as scientific pragmatics and social assistance 
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(Johnson & Dieckmann, 2019). Turney (1996) also addressed the public 

reception of science and took the perspective of defining trust in scientists 

and researchers’ work to explain scientific discoveries.

An interesting problem of motivations in a scientific field was analyzed 

by clinical researchers (Cianciolo et al., 2020) using an integrated theoretical 

framework (Social Cognitive Career Theory and Professional Identity Formation) 

and appreciative inquiry to explore the interplay of professional identification 

and research context in shaping post-training research success narratives. 

In the conclusions, the authors of the study (Cianciolo et al., 2020) indicate 

that motivating the physician-scientist may refocus the construct on medical 

inquiry objectives, for example, research infrastructure expectations for impact.

The problems of motivation for scientists’ self-esteem have been demon-

strated in the research by James C. Ryan (2014). The author recognizes that 

the internal motivation and self-esteem has a significant positive impact on 

research results and that instrumental motivation has a significant negative 

impact on research results. The author suggests that the motivation to 

research work comes from faith in the value of one’s work, personal values  

, and scientific process standards (Ryan 2014).

Uma J. Iyer & T.J. Kamalanabhan (2006) indicate that scientists should 

note the above-average intelligence, distinguishing them from other groups. 

They researched motivation taking into account the criteria of the unique-

ness of this professional environment. They pointed out that their scientists’ 

success may depend on the level of advancement in work and high results 

(Iyer & Kamalanabhan, 2006, p. 196).

Alice Lam employs the three concepts of ‘gold’ (financial rewards), ‘ribbon’ 

(reputational / career rewards), and ‘puzzle’ (intrinsic satisfaction) to examine 

the extrinsic and intrinsic aspects of scientists’ motivation for pursuing com-

mercial activities (Lam, 2020). Scientists engage in commercial activities for 

reputation, and finance plays a secondary role in this regard. Therefore, the 

policy of encouraging scientists to work outside of academia should refer 

to internal factors, rather than strictly financial (Lam, 2020).
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Moreover, they are related to driving internal motivation, which directly 

impacts the perceived research results, which affects a scientist’s choice to 

remain in a research career. Moreover, they also pointed out an interesting 

view that external factors such as perceived support in the work organiza-

tion environment, superior support, and work autonomy are important in the 

context of long-term motivation. Ultimately, they concluded that the selection 

path of a graduate who has a possible chance of creating a research path is 

influenced by the perceived performance of research with external factors 

in the work environment (Tan et al., 2020, p. 45). Similar conclusions come 

from Ommering, van Blankenstein, Wijnen-Meijer, van Diepen, & Dekker 

(2018) in the medical field. Researchers raised the problem of developing 

physician-scientists by stimulating students. Their research results indicate 

that the internal motivation to research gives the greatest results and influ-

ences the research commitment among young medical students, taking into 

account many factors, ultimately giving rise to success in the future design 

of a physician-scientist (Ommerning et al., 2018, p. 7).

The prestige of the scientific profession 

Both the motivation of research workers and academic culture diagnosis 

refers to scientific work’s prestige. Roger Brown, in the book “Prestige in 

Academic Life: Excellence and Exclusion.” addresses questions about 

the shape of prestige in the professional life of scientists, paying atten-

tion to the issues of employee well-being, negotiating a career path, or 

supporting staff in their endeavors. The author also takes up the topic 

of resistance to changes in academic circles. Prestige in this approach 

is not decided only in the context of the researcher’s identity. However, 

it also transfers its reception to institutional prestige issues, the same 

units that analyze their place in the ranking tables for competitive results 

and recognizing the category of “academic excellence” in the context of 

competitiveness (Brown, 2016).
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The pursuit of scientists to work in this prestigious profession may mean 

that they are perceived as professionals and intellectuals by the public. Pek-

doğan Serpil (2019) had an innovative look at this problem and he researched 

how children perceive scientists. Children (5–6 years old) drew the scientist 

and briefly wrote about their ideas about them. It turned out that their image 

brings to mind the prestige of this profession; among them were visions of 

a scientist working in a laboratory, having research materials, conducting 

experiments, and looking like intellectuals with a positive disposition (Pek-

doğan, 2019). Although this is a vision of children, it can correspond to the 

vision that scientists themselves have, which results in them thinking about 

their own identity in the realm of such imagination.

The university’s quality system, which should constitute the academic 

culture, is also important in the context of scientists. It is customary and does 

not need to be documented in detail (Sułkowski, 2014, p. 68). The prestige of 

scientific work is also associated with the elements of the culture: gratification, 

and the results of researchers’ work are financially modified. Therefore, in this 

context, the term “prestige economy” is referred to, which is used in higher 

education (Blackmore & Kandiko, 2011). The term comes from anthropology 

and refers to exchange patterns that happen outside a typical market econ-

omy or in the context of one’s own needs (Blackmore & Kandiko, 2011 after 

Bascom, 1948; Grinev, 2005; Herskovits, 1948). This prestige also refers to 

the organization itself and its units in the academic hierarchy. It reflects the 

research productivity of individuals and graduates (Burris, 2004).

The scientific collaboration 

Collaboration in scientific work results from the belief that innovation allows 

for growth, including academia, and results from the collaboration between 

industry and researchers. For example, Saradindu Bhaduri (2013) wrote 

about it, analyzing the scope of the relationship between science and econ-

omy in a holistic perspective, describing India’s situation, which invests in 
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complex policies dealing with the development of future research funding 

from public funds (Bhaduri, 2013).

Carlos Martin-Rios analyzed the culture of collaboration within the bound-

aries of a formal scientific organization. From these analyzes, we learn that 

there are some limitations related to rigidity and bureaucracy. However, the 

scientific organization has many innovation potentials for spreading collec-

tive effort for efficiency and responsibility for research (Martin-Rios, 2016). 

There are also limitations to such a culture and opportunities that are worth 

noting in the organizational context.

Diversity in the academic organizational field 

An interesting direction of analysis of the problems that reveal themselves 

in considering scientists’ identity is the problem of academic diversity (Nun-

nally, 2019; Stallings & Hernandez, 2019). The subject of scientists’ existence 

in the academic reality is sometimes critically resolved based on analyses 

concerning their functioning in postcolonial knowledge systems. Patterns of 

multicultural scientific discourse emerge. The problem of multiculturalism is 

resolved in a phenomenological context. Scientific diagnoses concern not 

only issues related to cultural diversity at the university organization level 

but also about what scientists deal with multiculturalism. Here resounds 

the discussion about the multicultural approach to science in multicultural 

situations (Cobern & Loving, 2001, p. 52). S. Harding considers the broader 

perspective of postcolonial, feminist, and scientific-technical diagnoses 

problems (1998, p. 124). The author attempts to establish how the new ways 

of thinking about epistemological issues (that emerged from post-war his-

torical, sociological, ethnographic and philosophical research in the field of 

science and technology) can be used to recover and restore the functionality 

of some important insights. Identity and organizational diagnosis are therefore 

related to the treatment of scientific issues in the context of multiculturalism 

and the very functioning of an organization in a multicultural science culture. 
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The Oxford Dictionary of Social Sciences takes the term “multiculturalism” 

in a descriptive context, referring to the coexistence of people with differ-

ent cultural identities in one country, community, or group. In a prescriptive 

context, it is associated with the belief that racial, ethnic, and other groups 

should preserve their cultures within a society, and at the same time, live 

in a community of mutual tolerance and respect. In a descriptive sense, 

multiculturalism in science will mean participation in scientists’ research 

work with different cultural roots and identities. In a prescriptive sense, it 

will strive for ethical and moral decisions of this participation. The research 

interests towards the problem of multiculturalism of scientists is a topic 

widely discussed in many aspects of equality or inequality of opportunities. 

This problem should be placed in the context of diversity studies.

There are also mental movements through multiculturalism that form into 

organizational structure, such as The National Conference of Black Political 

Scientists (NCOBPS). In science, the organization aimed at increasing diver-

sity in the context of identity, whether through the inclusion of intersectional 

identities and expressions or philosophical perspectives (Nunnally, 2019).

The direction of science area that is considered through the prism of 

diversity and equality problems among scientists is also taken in gender 

studies (Stallings, Iyer, & Hernandez, 2013; Myung-Hui, Suk Bong, & Se-

ung-Wan, 2017). Kim Myung-Hui, Choi Suk Bong, Kang Seung-Wan (2017) 

pay attention to professional roles in the context of women scientists’ life, 

recognizing the problem of building the professional and parental identity 

role. The work’s main thesis indicates the key role of the balance between 

the professional role’s identity and the parental role’s identity in promoting 

a positive attitude to work among female scientists (Myung-Hui et al., 2017).

The problem of diversity in science directs researchers’ attention to con-

clude that it is an important factor in developing university organizations and 

science. In the development of the perspective of the activity of scientific 

communities in the context of, among others, organizational factors, such as 

enhancing cultural diversity in scientific environments should be indicated, 
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which may guarantee creativity and, importantly, certain conditions of di-

versity that may serve the formation of knowledge (Child & Rodriques, 2011). 

Reliability of research and scientific workshop

An important sphere shaping scientists’ professional identity in their work 

ethics and workshop integrity is quality research procedures. In the area 

of   research integration, the research was conducted by Vykinta Kligyte 

& Richard T. Marcy (2008). Close to this inquiry line, there are concepts re-

lated to scientific work ethics and interventions that can prevent research 

and publication misconduct. Research scientist skills were analyzed by Hilal 

Büyükgöze & Feyza Gün (2017), as well as Leith Peat & Frank Vanclay (2015). 

The research on the reliability and quality of scientific work was conducted 

by Samuel V. Bruton, Mary Medlin, Mitch Brown, & Donald F. Sacco (2020) 

and showed that scientists are concerned about the state of research, dif-

ficulties in publishing negative research, and see institutional opportunities 

to improve this state (Bruton et al., 2020, p. 547). Samuel V. Bruton, Mary 

Medlin, Mitch Brown, & Donald F. Sacco (2020) created a specific report that 

answers the question of what recommendations should be indicated to solve 

the problem of questionable research practices (QRP) (Bruton et al., 2020). 

They notice low confidence in ethics training to improve research integrity 

and a certain system of incentives to advance research careers that may be 

subject to inappropriate research practices (Bruton et al., 2020). The report 

emphasizes the problem of accepting changes in science environments, 

difficulties in publishing negative results, and poor supervision from the 

external institutional environment (Bruton et al., 2020).

The issue of fairness becomes a key factor in recognizing research organ-

izations and the conduct of high-quality work by scientists. Giving meaning 

to everyday work practices is understood as ethical decision-making skills 

(Kligyte et al., 2008). Marek Kwiek indicates that about 3.3% of scientists 

publishing in both elite and basic journals, who wrote at least five articles in 
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1996–2018, constitute the publishing core of the global research commu-

nity, while 80% of researchers who authored only one article constitutes its 

periphery (Kwiek, 2019).

Future perspectives of scientist organizational 
identity 

Scientist organizational identity is the concept that provides few interpre-

tational directions of that problem. We can set out two main directions for 

the search for this concept worthy of recognition. Firstly, it brings research 

questions about individuals’ needs related on the one hand to factors of 

participation in the life of this profession, like prestige, carrier, and power. The 

second meaning is connected with the scientists’ personality and compatible 

with his professional choices like scientific orientation and creative disposi-

tion of high professionalism. However, itis possible to point to participation 

as equally physical, emotional, and a problem in academic members’ lives. 

This refers to many transforms of thinking about oneself in the world of the 

profession. On the one hand, they act on the employee learning dependen-

cies and affinities within the organization. On the other hand, he brings his 

bag to experiences, beliefs, and personality traits.

Figure 1. Directions of interpretation the scientific organizational identity
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Figure 1 presents the main orientations of scientists’ identity in the con-

text of participation in the university’s organizational life. It can be noted that 

there are many directions of influence, which on the one hand arise from the 

personal characteristics of researchers, on the other hand from the trend 

that provokes academic life within the university. So, it is worth to put it in the 

form of a scheme in which there are all the meanings of the university and 

then recognitions derived from the psychological conditions of personality. 

Therefore, there is a twofold view of the processes of shaping researchers’ 

identity in a university context. A university’s properties bring out a political 

career based on overcoming successive science levels expressed through 

scientific titles. Careers are associated with scientific orientation because 

people with scientific potential can develop these careers, and the career 

itself can deepen the determination to research. In turn, power arises from 

the university hierarchy. It can be coupled with professionalism. A feature 

of professionalism affects the receipt of power, and power in professions 

based on work with knowledge and intellect constitutes authority. At the 

heart of these recognitions is prestige, which is concerning many factors 

because it involves building carrier and power. The desire to gain prestige can 

be a condition and individual needs and arise from internal motivation. The 

fight for prestige is to earn points for publications, publish in the best journals 

in the field, or be subject to measurable systems such as the Hirsch index. 

Therefore, universities are becoming prestigious thanks to their academic 

staff, and researchers are also trying to get a job at prestigious universities. 

It is, therefore, an inherent attribute of participation in the university world.

Conclusion

The literature review shows that Scientist Organizational Identity does not 

exist as a separate analytical concept. Nevertheless, it indicated the impor-

tance of its potential. First, scientists undertake an analysis of the influence 

of various factors on organ life, which exerts a complex of different elements 
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that can be read largely within organizational cultures’ reception. Among 

them are power, hierarchy, organizational structure, the specificity of the 

academic profession, the elitism of the profession, and the game of prestige. 

Scientists point to many factors that affect their well-being, choices, and 

career processes. Therefore, they are a specific industry subject to infor-

mal arrangements and can be interpreted in many categories of a network 

of meanings. This work highlighted the need for further exploration of this 

issue, especially in the context of times of evaluation pressure, termination 

of scientific work, and the issue of capacity and talent management. 
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Findings: New philosophies arise such as the Lean Manufacturing, which is based on contin-

uous improvement, aiming at optimizing the production system, eliminating waste and using 

fewer resources. 

Value Added: Based on the results, and with the objective of allowing comprehensive assessment 

of Lean performance independently by the companies, and the determination of improvement 

actions, a Lean performance evaluation method was developed in order to understand the 

impact in financial and economic figures of the case study.

Recommendations: Take into account the main concepts of the social sciences, such as Or-

ganizational Culture, Leadership Style and Strategic Approach, considering the link with the 

financial economic performance.

Key words: Organizational Change; Organizational culture; Leadership; LEAN management; 

Application and performance model

JEL codes: L11, L21, G31

Introduction

Nowadays, a modern, competitive context is pressuring companies to 

achieve higher productivity with the lowest possible cost impact (Kokubu 

& Tachikawa, 2013). 

Thus, few alternative methods have emerged to support management de-

cisions in terms of economic performances and, simultaneously, considering 

the product quality impact and production volumes (Kokubu & Tachikawa, 

2013; Sygulla, Bierer & Götze, 2011). 

Under the current circumstances, a robust report supported in KPI ś is 

considered as one of the main tools for management and results improve-

ment (Kokubu & Tachikawa, 2013).

Deployment of Economic performance indicators is a management tool 

fostering the transparency of results reporting for process flows and Time 

Driven Activity Based Costing (Kaplan & Anderson, 2007). 

This method has been developed to support industrial companies to 

increase the efficiency of Business Processes and to support management 

decisions by presenting the effective value of the company’s waste. 
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Lean Management is recognised as a solution for waste elimination. 

Its main goal is the identification and elimination of several types of waste 

allowing companies to achieve an efficient customer demand (Spear, 2019).

Firstly, the deployment methodology is applied to an industrial system 

in a Portuguese company. 

Then, to support the hypothesis of integration, the Economic and Financial 

Indicators and Lean management complementarities and gaps are primarily 

observed to identify improvement opportunities in manufacturing system 

during the Process Flow Cost Recording. 

Further, to support the hypothesis of integrating the indicators and Lean 

tools, their complementarities aspects and gaps of knowledge are studied 

based on scientific literature. Thereafter, a methodology to integrate the KPI ś 

reporting and Lean management, is presented and preliminarily validated 

with a case study.

Literature Review and Methodology Model

The Process Flow Cost Recording is characterized by being a flow-orientated 

accounting method that traces and quantifies in physical and monetary 

units all the material and added value cost flows. Furthermore, it compares 

the costs associated to the products and the material losses (Kokubu & 

Tachikawa, 2013). Once the cost of waste is visible, it can drive managers 

to re-plan their strategy, understanding the impact on the economic and 

financial indicators.

As soon as their strategy is implemented, the resources reduction can 

be achieved and, consequently, a reduction of the overall production cost 

and economic impact as well (Guenther et al., 2015). Thus, the deployment of 

indicators aims to support companies to enhance its financial and economic 

performance through the reduction of resources usage (Christ & Burritt, 2016).

The original concept of the strategy and management indicators linkage 

was developed in 2004 at Harvard Business School, USA. Posterior few pilot 
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projects were initialised in the world industry. Nevertheless, the first break-

through of the method was accomplished in Japan by Toyota. 

Due to the successful results of the first implementations the methodology 

was enhanced and published in September 2011 as ISO14051 included in Cost 

Accounting procedures (Sygulla, Bierer, & Götze, 2011; Guenther et al., 2015).

Principles and Fundamentals of Indicators Deployment

The Process of deploying indicators method divides the entire production 

system into responsibility levels. The m levels are parts or sub-divisions of 

the management system where the inputs and outputs must be quantified 

in physical and further in monetary units. 

Usually, these areas correspond to places where materials are transformed 

or stocked (Kaplan & Anderson, 2007). 

The management levels are the starting point for data collection in physical 

units in terms of resources measurements. 

Considering this principle and to guarantee that all the flows are ac-

counted, a mass balance should be performed to the production system 

per each area individually. 

The system of indicators management considers the production of goods 

as a system of integrated report, based on the mass balance. It distinguishes 

the movements of materials in (Sygulla, Götze, & Bierer, 2011.: (i) Desired ma-

terial flow – Movement of material that intend to become part of the final prod-

uct; (ii) Undesired material flow – movement of unintended materials output. 

The Process application method must be considered as a step-by-step 

procedure. Its implementation in a production system can be performed 

based on the following steps (Kaplan & Anderson, 2007): 

1) Selection of the indicators to analyse; 

2) Definition of boundaries and time period of analysis; 

3) Determination of the measured items; 

4) Quantification of material and added value flow in physical units; 
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5) Quantification of the previous flows in monetary units; 

6) Identification of Inputs and Outputs; 

7) Development of a calculation model which compiles the collected 

information; 

8) Communicating the results to the company’s managers; 

9) Process Flow Cost Recording summary and interpretation.

Since any production process requires several types of inputs, the anal-

ysis should consider all the costs involved on it. Consequently, the flow cost 

which have to be assigned to the material’s flow (physical units) include all 

costs which can be related or are caused by the material flow (Kaplan & 

Anderson, 2007).

The process of economic report divides the several types of cost into: (i) 

Material cost, (ii) Energy cost, (iii) System cost, (iv) Waste management Cost. 

The system cost includes the cost of all expenses incurred in the course 

of in-house handling of the material flows, except the material, energy and 

waste management cost (Kaplan & Anderson, 2007). 

Thereafter, a calculation model should be developed to compile all the 

information required resulting in a Process flow map. Further, the flow map 

should be presented and analysed by the company’s managers to seek for 

improvements (Kaplan & Anderson, 2007). 

The flow map is the final output of the Process Flow Cost Recording 

analysis. It presents the economic flow based on the resources consumed 

in each area of reporting. It is divided in indicators and then each indicator 

is sub-divided in Input cost, Energy and System cost, and outputs which in 

turns differentiate the product and material waste cost, which can allow the 

management to obtain the best KPI ś value.

Organizational Development and Change Project

The program called “Organizational Development and Change Project” 

(Reeves, Haanaes, & Sinja, 2015) was the model chosen by top manage-
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ment as a way of ensuring the necessary change process, as well as 

complying with the activities.

The model to be developed is supported by three fundamental pillars, 

which allow its development in phases, considering the permanent monitoring 

and evolution: (i) Management System – Consolidation and Sustainability; (ii) 

Themes: Context, stakeholders, leadership and strategy; (iii) Global Philos-

ophy of Lean Management (Womack, 2007; Lopes, 2016).

Management System – Consolidation and Sustainability 
(context)

Considering that we intend to be an innovative organization that is contin-

uously learning, we intend to develop the EFQM model from a theoretical 

point of view and then apply improvement and management actions in each 

of its aspects in order to promote and evaluate permanent and continuous 

improvement.

Then we intend to describe the model from a generic point of view, then 

highlight the improvement actions chosen by the company’s top manage-

ment, considering the connection of the functional areas to the points dealt 

with in the respective activity plans described in 2.1.

In the specific case study, top management conducted its action and 

follow-up priorities in the same intervention logic, highlighting actions in 

terms of direct intervention in (i) leadership training (moving to intermediate 

levels) (ii) policy definition and strategy (unfold and continue with functional 

areas) (iii) redefinition and management of business processes (LEAN im-

plementation work) (iv) performance indicators (follow-up and performance 

using the ScoreCard).

Lean Manufacturing is based on the principles of the Toyota Production 

System which focus on the need to manufacture a product whenever the 

customer needs in the quantities he needs, allowing the disposal of finished 

products. Womack & Jones (2003) outline the five concepts of Lean Man-
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ufacturing that make their application easier and more intuitive in different 

industry types: Specify the Value, Identify the Value Stream, define a Contin-

uous Flow, Implement Pull Production and Seek Perfection. There are several 

Lean fundamentals and tools, such as Kaizen and Muda, Mura and Muri.

Continuous Improvement (Kaizen) 

The word Kaizen is divided into two Japanese terms: Kai – meaning change 

and Zen – which means to do better (Womack & Jones, 2012). The concept 

of continuous improvement should encompass all employees of the organi-

zation, from operator to leadership. According to Imai, the Kaizen philosophy 

consists in a continuous process with small low risk changes which will 

translate into great results on the long term. The PDCA cycle, also called the 

Deming Wheel, represents the successive stages of continuous improvement 

process (Womack & Jones, 2003): Plan (identification and analysis of the 

problem), Do (development and implementation), Check (analysis of results) 

and Act (standardization of the successful process).

TPS House 

Lean Manufacturing is based on the TPS model, visually represented by 

the TPS House. The fundamentals of the house are the Standardization, 

which is the process of developing and regularly implementing uniform and 

easily repeated concepts, methods and operations, adapted to the design 

of different products, also related to Heijunka, and the Stability, which is 

related to the operational consistency of the equipment, the organization 

of the space, the permanent alignment with objectives, and the purpose 

and mission disseminated in the company. The pillars are Just-in-Time (JIT) 

and Jidoka. JIT consists of Pull Production which is “pulled” according to 

customer demand, related to continuous flow on the production line. Jidoka 

focuses on the causes of the problems and their resolution, on the quality 
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of the process, on the minimization of variability and rapid response to non-

conformities. In the centre there is the Involvement which consists in the 

existence of flexible and motivated teams that work with the common goal 

of continuous improvement. The main focus of TPS House is to maximize 

quality while minimizing cost and production time as well as eliminating waste 

in order to meet Customer needs. In addition to the product, the Customer 

considers the safety at work and the motivation of the employees (Womack 

& Jones, 2003; 2012). 

Muda, Mura and Muri 

One of TPS’s principles is the reduction of wastes (“Muda” in Japanese). All ac-

tivities that do not contribute to the value of the product are considered waste. 

According to Womack and Jones, the Muda is associated with activities such 

as waiting and delays, product defects, poor processing, excessive produc-

tion and inventory, poorly optimized transport and operator movement, and 

the inadequate use of employees’ talent. Taiichi Ohno divided the Muda into 

seven distinct categories: Transport, Movement, Waiting, Defects or Rework, 

Processing, Overproduction, and Inventory. Later, another type of Muda was 

added: Talent, which involves the optimized use of the collaborators’ capabil-

ities (Womack & Jones, 2003; 2012). 

In addition to these eight types of Muda, there is also the waste whose 

elimination does not involve benefit for the company: Unevenness (Mura) 

and Overburden (Muri). Mura represents the unequal distribution of labour 

due to, for example, delays in previous production steps and poor planning 

of production. Muri represents the overburden of equipment and operators 

(Womack & Jones, 2003; 2012). 

Lean Methods and Vocabulary 



57

Impact Assessment on the Economic and Financial Indicators of the Implementation of Lean Management Model

In order to implement the Lean Manufacturing philosophy, it is necessary to 

use several tools and methods to identify and reduce waste. Some of the 

most common methods and vocabulary used in Lean philosophy are: 

 · Kanban system: a visual production control system that facilitates JIT 

implementation; 

 · 5S: focusing on keeping the workplace clean and organized, it is divided 

into five concepts: 

 · Seiri (Selection), 

 · Seiton (Organization), 

 · Seiso (Cleansing), 

 · Seiketsu (Systematization),

 · Shitsuke (Discipline); 

 · Poka-Yoke: a system to prevent errors and defects; 

 · SMED (Single Minute Exchange of Die): a setup time reduction technique; 

 · Work in Process (WIP): work that was started and has not yet been completed; 

 · Lead Time: time spent from the beginning to the end of the process 

including processing time and waits; 

 · Takt Time: time available to manufacture a product based on customer 

demands; 

 · Overall Equipment Effectiveness (OEE): indicator of equipment efficiency; 

 · Total Productive Maintenance (TPM): process which ensures the correct 

maintenance of the equipment, assigning responsibility to operators; 

 · Go to Gemba: Gemba is a Japanese term meaning “the real place”, which 

represents the space where the production work is carried out; 

 · Kaizen Events: small group reunions to discuss the areas which need 

improvement actions; 

 · Value Stream Mapping (VSM): detailed map with the materials’ flow and 

information at all stages from the beginning to the end of the manufactur-

ing process. 

Although it is known which tools are necessary to obtain a competitive 
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advantage on the market, it is necessary to clarify how to classify a company 

according to its performance in Lean. It is important to understand what the 

current state is and what the desired Lean level is. In addition, it is necessary 

to understand which key dimensions should be evaluated and how to evaluate 

them (Womack & Jones, 2003; 2012). 

Results

According to Cameron et al. (2014), the implementation of a management 

model will lead management to a leadership style conducive to creating 

value and obtaining results in terms of quality, human and financial capital, 

based on effective organizational performance.

Development and implementation of the strategic plan: Strategic Map, 

Strategic Actions and Objectives, hitherto non-existent.

Activity Plan: Annual objective, strategy implementation maps, breakdown 

by functional areas and documents related to the strategic plan, which allow 

the common orientation of management units, such as (i) Market Studies, (ii) 

Business Plans and (iii) Quality Plans.

Change and organizational development project according to Reeves, 

Hannaes, & Sinja, 2015 was the model chosen by top management as a way 

to guarantee systemic implementation, based on the following pillars of 

action: (i) Top management actions; (ii) Definition of Objectives; and (iii) Im-

plementation Practices, supported by the change in the Company’s Culture 

(Values and Behaviour).

In terms of results of the study, we analyse the evolution of the economic 

and financial indicators (the first table), but mainly the link between the op-

erational indicators and the economic and financial indicators that translate 

into a consequence of the good performance of the previous ones. This is 

the basis for the main research hypothesis in the case study.

The evolution of the treated economic and financial indicators is clearly 

the consequence of the operational indicators as we can see in the com-
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pany reports, in which the evolution of values   is located in the stock rotation 

(3.2%), Working Capital (4.65%) EBITDA margin (15.6%), and Net Cash Flow 

(46.7%) (table 1 and 2).

Table 1. Macro Key Performance Indicators

KPI Value

Stocks Turnover 3.2%

Working Capital 4.65%

EBITDA Margin 15.6%

Net Cash Flow 46.7%

Source: Company reports data.

Table 2. Operational effect on Macro indicators

Macro KPI Operational

Stocks Turnover (Production & Logistics) Inventory Reduction

Working Capital (Controlling) Stocks, Collection and Debt

Customer Service (Business, Quality and 
Marketing Directions)

Complaints, Delivery Time, Brand Image, 
New Solutions, Visiting and Listening.

EBITDA Margin (All areas) Efficiency, Working Times, Standards and 
Rework.

Net Cash Flow (All areas) Sales, ideas instead of investments and all 
cost savings.

Source: Company information reports.

Table 1 explains the improvement in results during the period under 

analysis, using the management indicators considered adequate for the 

development of the business and evaluation of the company’s performance.

Thus, it refers in the first column to the designation of the indicator in 

question and in the second the value relative to the percentage of the ob-

tained improvement.
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The management indicators are described in the results and were listed 

according to the following:

 · Stocks turnover;

 · Working Capital;

 · EBITDA Margin;

 · Net Cash Flow.

As we will be able to understand these indicators, they are the conse-

quence of operating at the operational level. For this purpose, table 2 was 

elaborated, which allows us to understand the unfolding of the indicators, 

from the macro to the operational level, given that the macro is considered 

the strategic level (Kaplan & Anderson, 2007).

Thus, in table 2 we report the macro indicators in the first column, 

also referring to the responsible areas and in the second column the 

activities related to each indicator that allow results to be obtained at 

the operational level and which will then have an economic and financial 

consequence.

In the operational column, activities and indicators related to the LEAN 

Management philosophy are considered. In the left column reported are eco-

nomic and financial indicators, which will be the consequence of the actions 

mentioned above, in order to assess the impact of Lean implementation on 

company results (Rother & Shook, 1999).

Discussion

The phased implementation, with the creation and development of pilot 

areas, is particularly beneficial for the organization’s culture, also interesting 

for the involvement of people and the cascading communication process.

The company’s entry into “way of life” when defining long, medium- and 

short-term improvement cycles, in which  the use of the DMAIC and PDCA 

cycles is important in an integrated and complementary way through the 

Lean tools (Basu, 2011).
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According to (Kaplan & Norton, 2019) the use of the Balanced ScoreCard 

allows the organization the correct allocation of management indicators, 

thus ensuring their correct and effective follow-up against the objectives.

The improvement of the global EFQM index by 35%, going from 540 to 

730 points in one year was noted.

Implementation of the corporate risk management model was based on 

five pillars: (i) Market risk, (ii) Credit risk, (iii) Operational Risk, (iv) Legal risk, 

and (v) Information Systems Risk (Kendall, 1998).

According to Cameron et al. (2014) the strength of value creation comes 

from the performance model and the achievement of objectives, through 

LEAN transformation (Rother & Shook, 1999).

Strongly active behavioural performance of top and middle management, 

according to (Quinn, 2011), transition from normal state to the fundamental 

state of leadership.

Management of skills, knowledge and talent, provides the success of 

teams (Cascão, 2014).

Strategy and Deployment is always associated with the business chain 

supported by the axes of diversity and segmentation, in marketing policies 

and in the established criteria, such as the distribution network in geographic 

terms (Kotler & Keller 2006).

Company competitiveness is supported by cost optimization of internal 

business processes considering the categories of: (i) Excess stocks, (ii) 

Rework operations, (iii) Waiting Times, in addition to the budget deviations 

that represented (27.9%) of the deviations in costs, this is one of the oppor-

tunities for rationalization.

Implementation of quality cost analysis is divided into four categories: (i) 

Prevention (35%), (ii) Evaluation (25%), (iii) Internal failures (30%), (iv) External 

Failures (10%).

Leadership Behaviour, according to Shook (2019), should be focused on 

management by example, having all people involved and committed, put-

ting knowledge ahead of “I think that”, instilling the principles of continuous 
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improvement, conducting tests before opting for solution to the problems 

or needs of the markets, creating trust in teams and people, developing 

mutual trust, developing people before products, as well as dealing with the 

day to day functions.

Analysis of the data and results of the management indicators, according to 

Hejazi (2015), were divided into categories: (i) Competitiveness (with changes 

between 40% and 80%), whether qualitative or quantitative; (ii) Operational, 

Economic and Financial (with changes between 3.2% and 46.7%), supported 

in table 3 by the competitiveness key performance indicators.

Table 3. Competitiveness Key Performance Indicators

Indicador Valor

Processes Cost Reduction 45%

Reduced product and project development times 60%

Engineering capacity increase – new projects 40%

Improved customer satisfaction – NPS – Net Promoter 
Score

80%

Source: Company Data.

The capacity to create value and develop new management methodolo-

gies, based on the LEAN philosophy, allowed the evolution of the organiza-

tion’s results according to the one expected and defended in the literature, 

considering the implementation of a strategic and operational plan (Grant, 

2019); the clear and negotiated definition of objectives is transversal to all 

functional areas and behavioural changes in terms of the state of leadership, 

with the transition from the normal state to the fundamental state of leader-

ship (Quinn, 2004). Thus, we are able to understand the qualitative evolution 

provided by the results of the evolutionary evaluations of the EFQM model 

and the quantitative evolution understood by the evolution of the economic 

and financial indicators, which we were able to summarize in the improvement 

of the EBITDA margin to (15.6%).
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Conclusion and Future Research Lines

Conclusion

The initial process of implementing the LEAN management philosophy 

in the company allowed us to understand that the main objective of the 

performance, in this context, would be the creation, development and ap-

plication of a management model adapted and appropriate to the organiza-

tion, which should be based on the LEAN system, integrating several tools 

and concepts that would allow it to be present at the forefront of current 

management (Romana, 2014).

Given the growing demand of the markets, the it would be the introduction 

of new and more demanding customers and the most effective approach 

in terms of quality.

The stronger penetration in the international area of   the business, agri-

cultural and transport units, and of course the acquisition of customers in 

the current business, connected with the automotive industry and markets, 

also created the need to evolve at all levels of activity.

With the implementation of the Management Model, which at the beginning 

of the journey, we had no idea that we could move forward in this direction, 

we concluded that the modular and systemic logic allows us to verify that:

All organizations, their teams and all people need a defined path to be mo-

tivated in the pursuit of common goals (Shook, 2019; Womack & Jones, 2012).

The fundamental tools or elements for the definition of common objectives 

are the definition of the strategy through the creation and development of 

strategic, coherent and participatory maps.

The consolidation of the strategic maps must be carried out in a manage-

ment medium that is the strategic plan, based on valuation and rationality in 

the budget and business plans (Kaplan & Norton, 2016).

According to Grant (2019), it is essential that the strategies supported by 

the motivation of people and in the definition and follow-up of objectives, be 
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implemented by appealing to what is called successful strategies through 

the capacity for execution, by the functional areas.

Areas in which the priorities for action are defined, the strategies to be 

developed, the target areas of action, indicators for measuring progress and 

objectives allow the success of the implementations (Grant, 2012).

Risk Analysis and Initial Diagnosis – the involvement of the most experi-

enced teams in this phase was crucial to define the main problems and oppor-

tunities for improvement (Rother & Shook 1999; Womack, Jones, & Roos 1991).

Organizational Change and Development Project was developed and 

implemented based on the following aspects: Management System – Consol-

idation and Sustainability (context); Implementation methodology in phases, 

designating pilot areas and then expanding to the entire organization; Mov-

ing forward with improvement cycles, as a form of common action across 

the company, allowing us to instil the spirit of continuous and permanent 

improvement, throughout the entire value chain; Follow-up Model – based 

on the “Balanced ScoreCard” tool and highlighting the four perspectives of 

management indicators (financial, customers, internal processes and learn-

ing and growth), allowing to raise the level of management performance, the 

integration between areas and the improvement of reference values; and 

Evolution according to the EFQM model, which allows us to measure and 

monitor qualitative and quantitative improvements over time, in addition 

to technical and behavioural aspects;

We arrived here at the Lean Model (MGG) through the program called 

“LEAN Transformation”, based on the implementation of the PDCA and fo-

cused on the basic triangle of performance (Purpose, Processes and People), 

improving management indicators by values   between 25% and 50%, from 

productivity, material flows and information flows.

We carry out the assessment of LEAN implementation levels according 

to the MIT Model (LAI – LEAN Advancement Initiative), through the six pa-

rameters of the defined scale: (i) Involvement of People, (ii) Value Creation, 

(iii) Value Chain, (iv) Process Flow, (v) Notion of “PULL”, (vi) Perfection Index, 
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obtaining (66%) the level of implementation, considering the scale we will 

have more (34%), opportunity for improvement.

The Behavioural Performance was and is being supported in the devel-

opment of the leadership capacities of all the coordinators and directors of 

the company and in the management of competences, knowledge and talent 

of all people, through “Coaching” actions that are methodologically based 

on the cycles of experimentation, training and the practice of processes. 

The “KATA Coaching” Improvement cycles, according to Rother (2009), are 

based on the Production Management System quadrants created for the 

company and on the process flow optimization tools.

Leadership – it is a subject of particular importance in this transforma-

tion process and in the specific case, through changes in the shareholder 

body, in the generation change, mainly by the inclusion of the professional 

management team. In fact, the transition from leadership status in most 

functional and operational teams was also promoted, as mentioned by Quinn 

(2011), from the normal state to the fundamental state, seeking a focus on 

teamwork, joint coordination and cohesion, centred on others and not on 

the leaders, being more oriented towards customers and flexibility to the 

detriment of internal focus and only in control activities. The leadership 

approach is considered in a value chain as a model for the management 

and monitoring of the evolution of the company’s processes, supported 

by the leadership’s action plan that concretely acts in the strategic, tactical 

and operational variants, always managing the flow of creation of value: (i) 

productive; (ii) materials; (iii) information.

As far as Strategy and Deployment is concerned, we believe that the best 

solution would be to address the topic according to three fundamental points 

of action and implementation: (i) The business chain, based on the concepts 

of diversity and segmentation of markets and Ansoff products described by 

Kotler & Keller (2006), including a geographical criterion; (ii) Competitiveness 

of the company, through good management of inventories, costs and waste 

of activities; (iii) Quality, improving Prevention and Evaluation procedures, 
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managing and following internal and external failures, naturally centred on 

customer complaints and non-conformities of processes.

Management Indicators naturally allow us to follow the evolution of re-

sults and simultaneously stimulate the setting of objectives, indicators for 

measuring competitiveness, both quantitative and qualitative, as well as 

operational, economic, and financial indicators were developed. We also 

changed the company’s management posture here at all levels, consid-

ering the contribution of people and areas to the overall results. It reflects 

the strategy unfolding, embodied in its valuation and follow-up, through the 

integrated monitoring elements, supported by the ScoreCard model (Basu, 

2008) integration of management tools.

We definitely concluded that modern management systems can adapt to 

century-old organizations and work in perfect co-existence with the experi-

ence demonstrated over time, considering that the critical success factors are 

based on the formation and transformation of leadership styles, in implemen-

tation in phases and the good communication of the programs (Mann, 2016).

Future Research Lines

Naturally, we understand some limitations in the study, as it is a specific 

case in which there was a strong capacity and opportunity for improvement. 

Thus, we defined as future lines of research two fundamental and converg-

ing options, which would be the possibility to compare the results over time 

with other industrial organizations (Romana, 2016a) and apply the study 

methodologies to companies in non-industrial sectors, such as logistics 

and services (Romana, 2016b).
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employees, re-skilling and communicating. This theoretical study is a kind of revision and dis-

cussion with the “future trends in HR” predicted a few years ago before pandemic. 

Methodology: The research method was a review of the most recent research findings from 

business practice and from scientific literature concerning the impact of the pandemic on vari-

ous fields of human resource management. Due to the growing flood of media information, the 

authors wanted to select the most updated HR practices implemented in organizations from 

the reliable and acknowledgeable sources.

Findings: The biggest challenges for HR after COVID-19 will be: restructuring the place of work 

and the content of work, applying more advanced technology to recruitment, selection and 

performance; more interests, appreciation and motivation from managers will be needed as 

well as building trust, a sense of belonging among team members. The list of benefits will be 

revised towards enhancing mental health and well-being. The reality after the pandemic will 

require new competencies from managers and employees so re-skilling and re-training are the 

most expected approaches. 

Value Added: This article is becoming an important voice on the impact of a pandemic on the 

HR practices. The emerging and current results of research on HR trends will allow targeting 

education systems and equipping employees with the most predictable competences which 

will be useful in the era after the pandemic. 

Recommendations: The COVID-19 turmoil has changed the prepared strategic plans for devel-

opment of many organizations. This external factor hardened all continents and built new reality 

where some tips and recommendation are highly welcome. Thus, we proposed few revisited 

personnel solutions which HR professionals may implement. We also invite other scholars to 

research the pandemic impact on many multidimensional levels: economic, political, social, 

technological, ethical ones.

Key words: COVID-19, pandemic, HR challenges, remote working, reskilling, well-being 

JEL codes: M54

Introduction

The dynamic changes taking place in the environment of an international 

organization are reflected in the labor market and clearly translate into the 

intra-organizational context of human resource management in the form 

of strategic, structural and cultural conditions shaping the HR policy and 

practice (Pocztowski, 2019). 
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The concept of volatile, uncertain, complex, and ambiguous (VUCA) 

is gaining significance now. Indeed, the COVID-19 pandemic has been 

recognized as a major exogenous shock that has altered the competitive 

landscape for both small and large companies (Wenzel, Stanske, & Lieber-

man, 2020) and as follows from business practice, 34% of employers didn’t 

have emergency plans prior the pandemic (SHRM, 2020a). The COVID-19 

pandemic has revealed extraordinary vulnerabilities arising from widespread 

global uncertainty. Uncertainty is no longer the context experienced by 

just senior multinational corporations (MNE) leaders involved in managing 

complex global supply chains, volatile financial markets, and unpredictable 

geopolitical relationships. Rather, uncertainty has become the context for 

numerous international employees who are working from home for the first 

time, experiencing job instability and financial insecurity, and worrying about 

their and their loved ones’ health and safety (Caligiuri et al., 2020).

Ł. Sułkowski called for more research and reflection on the social, 

economic, organizational and cultural aspects of the Covid-19 pandemic 

(Sułkowski, 2020). Therefore, by reviewing and tracking the latest business 

and scientific research, one may get the impression that the current models 

and strategies for human resource management, known best practices, as 

well as predicted future trends (eg. Deloitte, 2017; The Future of Workforce 

Development, 2017; Workforce of the future. The competing forces shaping 

2030, 2017; Manpower, 2017; WEC Employment Conferederation, 2016; 

Williams, 2016) completely recapitulated. The headlines of numerous arti-

cles say: re-visioning, re-structuring, re-skilling, re-training, as if the reality 

we have known so far needs to be reformulated. It is not enough to adapt 

in a given area or to improve existing practices. It is about laying new foun-

dations. The aim of this review article will be to show new trends practices 

in HRM that need to be redefined in order to actually meet business goals 

after COVID-19. The trends which were announced a few years ago regarding 

strategic competences, diversity and inclusion, demographic issues, skills 

gap, employee mobility and the role of technology in management should 
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be revised (Krysińska-Kościańska, 2017; Przytuła, 2018; Strzelec, 2019). 

In Deloitte Human Capital Report 2020, which has been issued BEFORE 

the outbreak of COVID-19, the retrospective vision of changes which re-

shaped the business world since 2011 till 2019 is presented. Surprisingly, 

these findings perfectly suit to the world we are living in today: “The world 

today looks remarkably different from the one in which we launched the 

first Global Human Capital Trends report in 2011. The past decade has been 

marked by radical change, by a “newness” that has evolved at a pace that 

can only be described as exponential. Technology invaded the workplace 

at a speed that would have been unimaginable a decade prior. Workforce 

demographics shifted substantially, with five generations in the workforce, 

a decline in working-age populations in many advanced economies, and 

an increase in the focus on equality for all workers as it relates to pay and 

treatment. And as the workforce evolved, so did worker expectations – with 

calls for organizations to do more to help improve individuals’ lives, address 

societal problems, mitigate technology’s unintended consequences, and 

act equitably and ethically.”

Therefore, future trends were predicted, but even the predictions from 

2019 will not be fulfilled anymore and are outdated after this sudden, un-

expected global pandemic. Covid-19 has fundamentally changed how 

businesses operate today and in the future.

Rethinking how MNEs use global teams and virtual collaboration and 

international assignments could constitute important elements in a recon-

figuration of the HRM function. There is an opportunity for HRM research to 

collect relevant and useful evidence to facilitate global work in the future, 

by examining the role of the HRM function during and after the crisis. Even 

large organizations with sophisticated pre-pandemic personnel policies 

are likely to be re-writing the rules. For example, as travel restrictions ease, 

employers and individuals will make decisions about whether, when, and 

where they feel safe to travel. HRM scholarship can offer an evidence-base 

for global mobility policies that will help employees to adjust to new ways of 
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working in teams and the inevitable stress and uncertainty of post-pandemic 

travel (Caligiuri et al., 2020).

Restructuring the workplace

After a few months of remote work, many organizations realized that the 

physical space, offices, car parking are not needed anymore if employees 

decide to work from home. Those employees who will agree to work in the 

office will need specific circumstances to be safe, keeping distance and 

have possibility to open windows to ventilate. These departmental zones 

will form the foundation of a new “company ecosystem” — one that is more 

efficient, serves the unique needs of teams better and is far less costly to 

implement. Ultimately, this new approach will enable more effective teams 

and improve culture and engagement (Igloosoftware, 2020).

Remote work can be structured so that employees split their time 

between home and the workplace, on alternate weeks and on a rotating 

schedule. It can include designated times for everyone to be physically 

present – for instance, there might be a good reason for everyone to be 

on site on e.g. on Monday of every month. Or a company could choose 

a “work-from-anywhere model” in which employees can work remotely all 

the time but still be able to visit any work location anytime if they wish to do 

so for the purpose of affiliation (Kaufman et al., 2020). Organizations need 

to re-write the rules concerning content and place of work to navigate the 

exponential change that appeared with COVID-19. Increasing sanitation and 

cleaning, implementing social distancing guidelines along with operational 

changes like decreasing business travel and reducing the use of common 

spaces like kitchens or recreation areas. These tasks are predominantly 

assigned to HR department in which 87% of HR professionals recently 

reported that their work has been crucial to their organization since the 

pandemic began and over half of them felt their work is more appreciated 

than before the pandemic (SHRM, 2020b).
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More technology in recruitment & selection

According to KPMG research, in 2019 HR specialists planned to invest spe-

cifically in HR technology that enhances HR analytics and allows for further 

HR automation over the next two to three years. Sixty percent also agree 

that embracing these new technologies will require a significant change of 

roles within HR (KPMG 2020). Indeed, this plan has gained importance since 

COVID appeared, as majority of recruitment and selection practices were 

provided by e-bots or via ATS (application tracking system). Video interview 

usage went up from 22% in 2019 to 58% this year. Drug test usage in selection 

dropped 21%, likely due to lack of availability for in-person testing. Reference 

checks also went up 9%, suggesting that organizations are looking for ways 

to learn more about their candidates when other in-person methods are no 

longer available (McKinsey&Company, 2020).

Technology is a key enabler for faster, cheaper and better delivery of 

HR services and in some cases can have a transformational as well as un-

intended negative effect (Thite, 2019). The wealth of various online/mobile 

communication solutions is advantageous on the one hand, and can be the 

curse of abundance on the other. Employees are forced to change focus 

from one platform, app, or project to the next when a new notification comes 

through, threatening productivity and collaboration. The survey found that 

55% of workers use at least two company approved apps just to do their 

jobs on a daily basis. At the same time, 57% of employees use at least one 

non-company approved app. Knowledge-sharing is also threatened by this 

collaboration tool fatigue. The percentage of employees who avoid sharing 

documents because they either can’t find them or it would take too long to 

do so has increased to more than half of workers (51%) (Igloosoftware, 2020).
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More Intrinsic Motivation, Engagement, Sense 
of Belonging and Well-being Activities are Needed

The digital workplace of today is vastly different from the workplace a decade 

ago — due to both age-old challenges as well as some new realities. There are 

more tools, more flexibility in where we do our work and more communication 

with coworkers, whether they sit next to us or work half a world away. But 

the demand for a more engaged, effective remote workforce has increased 

exponentially. It is more important than ever to listen and take action to help 

employees succeed (Igloosoftware, 2020). According to Deloitte study, 

enhancing engagement and sense of belonging has been organizational 

priority for this time and those efforts will pay off in the near future. 79% of 

organizations say fostering a sense of belonging in the workforce is important 

for their success over the next 18 months (Deloitte, 2020b).

It is not only about knowing IT tools but about intrinsic motivation and 

engagement to work. There are for example some predictions concerning 

motivation of academics due to forced e-learning after COVID spread. 

Sułkowski, Przytuła & Kulikowski (2020) predicted that forced e-learning 

might lead to a decrease in motivational job characteristics (like task identity, 

task significance, autonomy and social dimensions of work) for academic 

teachers. Moreover, it might expose teachers to many e-learning disadvan-

tages exaggerated by the extraordinary and disturbing COVID-19 situation. 

Besides, the psychology literature offers substantial evidence that one of 

our fundamental human motivators is the need for competence. During the 

COVID-19 pandemic, the lack of professional stimulation while working from 

home is fostering more self-directed knowledge-seeking to satisfy the need 

to learn, grow, and demonstrate competence. At a time when employees’ 

desire to learn, grow, and demonstrate competence is heightened, companies 

that offer access to, or reimburse, employees’ online training achieve a clear 

win-win; they increase talent capability and, concurrently, foster employee 

motivation (Caligiuri et al., 2020).
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Historically, remote workers have felt out-of-the-loop and disengaged 

from their coworkers, but that’s changing. The survey found that organi-

zations are making greater efforts to support their remote workforces, to 

listen to their opinions and include them in company culture. In fact, 93% of 

remote workers said their companies have made an effort to make them feel 

included in the company culture and 62% say their concerns are taken as 

seriously as their office-based coworkers’ concerns. 85% of remote workers 

have had at least one meeting interrupted due to technology issues like lost 

connections (Igloosoftware, 2020). 

The most important HR trends pointed by employers this year was well-being 

of their employees and sense of belonging. Employees’ well-being is now more 

important than ever. Only the hierarchy of employees’ needs has changed, 

because as a result of the new realities of work and constantly changing exter-

nal factors, the staff may feel a loss of balance, increased anxiety, decreased 

efficiency, disturbed relationships with loved ones and colleagues, as well as 

reduced physical condition. 80% of companies declare that the well-being of 

employees will be important or very important for their success in the next 18 

months, but only 10% are fully ready to implement this approach. According 

to Deloitte survey, 97% of respondents believe that caring for the well-being 

of employees is the company’s responsibility, 50% of respondents notice 

a positive impact of well-being not only on the experience of employees, but 

also on other areas, and 65% of respondents admit that well-being is not part of 

the work model. While 97% of respondents believe companies are responsible 

for the well-being of their employees, it is only 40% admit that they measure 

the effectiveness of actions taken in this area (Deloitte, 2020a). What is more, 

organizational culture (pointed by 43% managers), leadership behaviors that 

reinforce organizational values of fairness, respect and psychological safety 

(33%) and also personal relationships (24%) are the biggest factors influencing 

an organization’s ability to create belonging (Deloitte, 2020b).
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Remote working 

According to Boston Consulting Group the employees worked an estimated 

25% of their time remotely before the pandemic, and it believes that this figure 

could rise to approximately 50% or more (Kaufman et al., 2020). COVID-19 has 

accelerated the adoption of remote working. More than 70% respondents 

agree they valued digital solutions that deepened their connection with other 

people, and 63% believe they will rely on digital technologies more than they 

did prior to the pandemic even well after it subsides (2021 Global Marketing 

Trends, 2020). Survey on 12 000 employers found the pandemic has forced 

employers to move an unprecedented share of employees—some 40%—to 

remote working but more than 25% of employees will work in hybrid models 

that combine remote and onsite work.60% of respondents indicate they 

want some flexibility in where and when they work in the future (BCG, 2020). 

Because this shift has been involuntary, continues over a lengthy period, 

and requires entire households to be house-bound, there is more potential 

for employees to experience increased work hours, as well as increased 

work-life conflict. For employees who were globally mobile, and now find 

themselves working from home during the pandemic, the shift is particularly 

significant and borders between work and family may require re-negotiation 

and re-organization (Caligiuri et al., 2020).

Unfortunately, since March 2020 not so many “best practices” have 

been available yet and learning how to lead a remote team is not so obvious. 

Managing a remote workforce can be challenging because 85% of remote 

workers have had at least one meeting interrupted due to technology issues 

like lost connections (Igloosoftware, 2020). Other research reported that 

93% of managers learn through trial and error, 60% answered that they read 

articles, newsletters, or blogs. When it comes to the future of remote work, 

the outlook seems to be very positive in the minds of remote managers and 

87% of them believe that remote work really is the future and it will become 

‘the norm’ within the space of 5 years (The Remote Managers, 2020). Simi-
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larly, according to SHRM survey 7 in 10 employers were struggling to adapt 

to remote work (SHRM, 2020a).

Thus, it is a clear message to managers: to cope with virtual collaboration 

on a large-scale during this crisis they must develop and reward employees’ 

virtual collaboration skills, foster perceived proximity, and design ICT, work 

goals, and the communication structure in a way that fosters collaboration 

(Caligiuri et al., 2020). As Oxford Economics predicts, remote work will be 

a talent magnet in coming years and must be viewed as a long-term invest-

ment (Oxford Economics, 2020).

Re-skilling and re-training – towards new 
competencies and new talents

The shortage of highly skilled specialists with international and intercultural 

experience (e.g. expatriates) has become a big challenge for international 

companies for the last two decades (Brookfield Global Relocation Trends, 

2016; Dickmann, 2017; Manpower, 2017; Schuler, Jackson, Tarique, 2011) 

and 40% of employers find it difficult to recruit workforce – which has been 

the biggest increase since 2008 (Manpower, 2017).

In 2020 almost 87% of respondents say they either are experiencing skill 

gaps now or expect them within a few years. In this situation the solution to 

this problem could be hiring or skill building as stated by 56% of McKinsey’s 

respondents (McKinsey&Company, 2020). 

Employers must figure out how they can adapt to rapidly changing con-

ditions, how to find new skills for “distance economy” and companies have 

to learn how to match those workers to new roles and activities. It is about 

how leaders can reskill and upskill the workforce to deliver new business 

models in the post-pandemic era. Reskilling programs most often focus 

on building employees’ skills in critical thinking and decision making, lead-

ership and management of others, and advanced data analysis. All these 

are the skills that the previous research has found (Przytuła, 2018) to be in 
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greater demand in the coming years (McKinsey&Company, 2020). Agrawal 

et al. (2020) pointed that the skill building should be focused on four areas: 

digital, higher cognitive, social and emotional adaptability and resilience. In 

response to this, HR executives generally identify with the significant need 

to reskill the workforce and according to the 2019 Global CEO Outlook, 44% 

of CEOs across major markets plan to upskill more than half of their work-

forces in new digital capabilities (such as advanced data visualization, ability 

to code, etc.) big data, artificial intelligence, and cybersecurity (KPMG, 2019). 

Reskilling was pointed by 75% employers as the most important HR trend in 

2020 (Deloitte, 2020b) and in response employees are eager to reskill and 

that three-quarters of nearly 1,500 full-time employees around the world are 

more motivated to improve their technical or professional skills as a result 

of COVID-19 (Oxford Economics, 2020).

Global and Virtual Mobility and its Mental 
Consequences 

COVID-19 has changed not only how people work but also the basic patterns 

of movement and travel. These changes may require relocating activities 

to other countries. Companies may pick up talent locally but then will have 

to get new employees up to speed on their new roles-through re-skilling. 

Globally mobile employees face unique challenges even during “business 

as usual” circumstances. In the wake of an unprecedented pandemic, which 

has upended daily life across the globe, these challenges are exacerbated 

by being in a new country. Navigating the ins and outs of an assignment 

abroad is already a long and potentially stressful process for globally mo-

bile workers; during a period of uncertain health and economic outcomes, 

anxieties are further amplified (MetLife, 2020). During the pandemic, life has 

changed a lot for many who were international business travelers and globally 

mobile employees in MNEs; their current ‘‘grounding’’ may mean they are 

experiencing a sense of loss. Their frequent travel, hotel accommodation, 
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and business dinners have been replaced by stay-at-home restrictions and 

virtual meetings. The stress caused by the demands of virtual global work 

is real; many employees are experiencing long work hours to accommodate 

time zones and performance challenges in less than ideal remote working 

conditions (Caligiuri et al., 2020).

Mental health and stress are the leading sources of concern for employees 

working and living abroad. This was true before the start of the pandemic and 

has only intensified in the months after. Employees need their employers’ 

help, and globally mobile employees need assistance from their company’s 

well-being programs to bridge the knowledge gap as they navigate living 

in a new country. In the era of COVID-19, explaining health insurance, life 

insurance and disability benefits are paramount, particularly for inpatriates 

who may not be accustomed to the local healthcare system (MetLife, 2020). 

Meanwhile, over one third of employers were providing resources to support 

healthy adjustment to remote work including: mental health podcast, CDC 

toolkits, newsletters, books (SHRM, 2020a).

The needs have not changed significantly between the time before pan-

demic and the new reality. Constantly the most important need for well-being 

is regular physical activity (according to 67,5% respondents). Mental balance 

is the most important (from 35% before the pandemic to 43.9% in the new 

reality). While prior pandemic only 3% of employers offered benefits related to 

mental condition, nowadays 72,6% of employees expect benefits related to 

mental condition, and the most desirable forms concern coping with stress 

(according to 54.7% respondents) and the strategy of calmness, peace and 

mindfulness (51%) (Activy, 2020).

Almost two thirds of companies are allowing current mobile employees to 

temporarily return to their home country, 43% of companies agreed on early 

end of assignment, 22% did not offer any additional support, 14% agreed to 

temporary relocation to an alternative location and 11% of respondents were 

offering additional cash support to cover additional costs. As far as strategic 

plan is concerned, 44% of companies said they will return to business as 
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usual as soon as possible with the same number of moves and only 12% 

see the COVID-19 will have a fundamental impact on how we view workforce 

mobility and the need for international moves (PwC, 2020). 

Communicating and Enhancing Social Ties 

An average person in 2020 will generate 200-300 contacts daily on the in-

ternet thanks to different channels providing continuous online connection 

(Przytuła, 2018) and “a sensor economy” will emerge, based on devices that 

are aware of surroundings and location, and recognizing services and com-

munication needs. The current crisis sheds light on the challenges of social 

and interpersonal ties between people. 71,1% of respondents indicated that 

the integration of employees in the company has decreased, and 59.4% of 

them declare that they need integration with other employees in the new 

reality (Activy, 2020). For those who had not built strong working relationships 

before the crisis, working and managing at a distance and through virtual 

communication media has made it hard to maintain (Caligiuri et al., 2020).

Delivering technical infrastructure and providing software seem to be 

obligation of employers that follows from the psychological contract towards 

employees, who provide their own office equipment, electricity, online ca-

pacity to continue working in remote circumstances. But above all managers 

are in charge of shaping new socio-cultural patterns (Sułkowski, 2020) or 

new social contract. Research on managing expatriate assignments in MNEs 

shows that communication and support from managers is an important 

buffer against job stress experienced by employees. This knowledge can be 

applied to the pandemic situation of working from home. For some people, 

social isolation as well as uncertainty about their health, job, and future will 

have a negative impact on their mental health. Any stigma linked to mental 

health might prevent some employees from seeking help, and MNE senior 

managers should therefore communicate with empathy, encourage wellness 

resources, and offer practical support for employees’ health and safety 
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(Caligiuri et al., 2020).

Research conducted by the Boston Consulting Group indicated that 

75% of employees said that during the first few months of the pandemic 

they were able to maintain or improve productivity on their individual tasks 

(such as analyzing data, writing presentations, and executing administrative 

tasks). For collaborative tasks (including exchanges with coworkers, working 

in teams, and interacting with clients), the number is lower. What was sur-

prising in this analysis that social connectivity is what enables employees 

to be collaboratively productive. And collaborative productivity is essential 

for any company looking to improve communication, increase efficiency, 

accelerate skill acquisition, or harness innovation (BCG, 2020).

Conclusion

Concluding the above research and survey findings it is obvious that COVID-19 

as a global, external factor made the HR business practices introduce new 

rules, policies, tools to adjust employees to the new situation and still to 

continue business purposes.

All the strategies and plans that were made even one year before pandemic, 

have to be revised, changed, reshaped. For several months various organi-

zations have tested some solutions which might serve now as a benchmark 

for others and as a point of reference in restructuring their own HR policies. 

Below we presented a list of predicted changes and potential practices 

diagnosed by some business analysts (Table 1):

Table 1. Future trends for HR practices after COVID-19
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Research/survey Predicted changes after COVID-19

BCG
(Kaufman et al, 2020)

• the future of work will be increasingly hybrid – a blend of 
onsite and remote locations;
• focusing on well-being and social connectivity to help em-
ployees to recover faster from traumatic, painful, and stress-
ful period;

(Igloosoftware, 2020) • make remote workers feel included in the company culture;
• focus on how to empower, engage, and make employees 
productive and support them the right IT tools at their dispo-
sal;

(KPMG, 2019) • the power of the next generation of HR is in creating a 
holistic and mutually reinforcing “whole system” approach to 
building the workforce (and organization) of the future;
• it lies in an organization’s ability to integrate new capabi-
lities, taking a worker-centric view while addressing cultural 
shifts and embracing an increasingly digital workforce;

McKinsey (Agrawal et 
al, 2020)

• build a skill set that will help employees in key parts of your 
business respond well to changes;
• expand the ability to operate in a fully digital environment;
• develop cognitive skills to ensure that critical players can 
respond to the need for redesign and innovation;
• strengthen social and emotional skills to ensure effective 
collaboration;
• build adaptability and resilience skills to thrive during an 
evolving business situation;

(McKinsey&Company, 
2020)

• filling most gaps will require a mix of approaches, such as 
hiring and reskilling;

(MetLife, 2020) • helping globally mobile employees succeed means under-
standing the unique challenges and stressors many of them 
face and offering solutions that can foster a flexible work-life 
integration;
• globally mobile employees are struggling across every com-
ponent of holistic well-being;
• A holistic look at well-being includes four key components:
• Mental health: Condition of psychological and emotional 
well-being
• Financial health: State of personal and family financial se-
curity
• Social health: Ability to form satisfying interpersonal rela-
tionships
• Physical health: Level of illness, injury and general lifestyle;

(2021 Global Marketing 
Trends, 2020)

• to build trust in these turbulent times, brands should look 
at what people value – rather than what they look like – and 
ensure their promises are in sync with their competence to 
deliver on them;
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BCG
(Kaufman et al, 2020)

• for recruiting, HR leaders can accelerate tech-enabled recru-
iting methods, such as video interviewing, automated resume 
review, and gamified evaluations;
• for onboarding, companies need to determine what a remo-
te “day 1” and “onboarding week” will entail;
• virtual coffee chats, welcome videos with greetings from 
current employees, and virtual networking can work wonders 
to foster engagement and immediate buy-in;

(Oxford Economics, 
2020)

• respondents have acknowledged that several factors (inclu-
ding work/life balance, diversity and inclusion, compensation) 
will become more important in attracting and retaining ta-
lent due to COVID-19;
• new ways of working demand new skills, including technical 
capabilities and workplace behaviors that must be learned on 
the fly; 
• managers need to make sure reskilling efforts do not fall 
by the wayside, and prioritize communication and constant 
contact with their workforce;

(Activy, 2020) • health has become an absolute priority in every dimension 
– physical and mental; 
• the importance is increasing mental balance so the offer of 
employer’s benefits should contain: mindfulness, exercises 
for the condition and healthy spine, learning proper bre-
athing, facial yoga, webinars about building resilience, wor-
king remotely at home with a child.

Source: own study.
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flows at regional and sub-regional level.

Methodology: Descriptive statistical analysis was mainly used to visualize and synthesize 

information about the evolution of the structure and size of migratory flows in major regions 

of the world.

Findings: The importance of contemporary migration is related not only to the number of 

migrants, but also to the fact that the migratory phenomenon has become global and takes on 

more and more diverse forms. People travel for various periods of time, but shorter. They adopt 
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a pattern of circulatory migration, continue to maintain strong connections with where they left 

from or practice unregulated migration. Migration has become a defining feature of the modern 

global economy, and the main factors underlying its expansion are the processes of globalization, 

technical progress, the new economic order, etc. In 2019, the number of l migrants at world level 

reached 271.6 million, well above the values forecast by international bodies in recent years. In 

the last three decades, more developed regions have received 69 million international migrants, 

while less developed regions have received only 50 million. The highest migratory flows were 

recorded in high-income countries (98 million persons), and middle and low-income countries 

added only about 20 million persons to migrants’ stock (17 million and 3 million, respectively).

Value Added: The paper presents an analysis of the size and structure of migratory flows at 

the regional level, providing a more detailed picture of migration, and presenting a different 

but complementary perspective of migrants and movements from different parts of the world. 

A comparative analysis of migrant flows at regional level and on large migration corridors is 

performed, but also of the structure by age groups and gender of regional migrants.

Recommendations:  The analysis of data on regional migration shows significant differences in 

migration patterns between regions. Greater recognition of regional migration patterns, variations 

and complexities can help shape strategic and sustainable responses of the migration policies. 

It is also necessary to pay attention to the regional dimensions and variations of international 

migration that may have critical implications for debates and regulations, especially (but not 

only) globally.

Key words: migration, regions, destinations, vulnerabilities

JEL codes: F22, O15, R23

Introduction

The contemporary era can certainly be called an era of migration. In recent 

years, the international migration has accounted for 3.5% of the world’s 

population. The migratory phenomenon is characteristic, practically, of any 

state. The migration has become a defining feature of the modern global 

economy, and the main factors underlying its expansion are the processes 

of globalization, the technical progress, the new economic order, etc. 

Worldwide, in 2019, the number of migrants was 271.6 million, of which 

almost 56% of them lived in component countries of more developed regions. 
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65% of them migrated to high-income countries, 30% lived in middle-income 

countries, and 5% were in low-income countries. If in the period 1990–2005 

the average annual rate of change in the stock of migrants worldwide was 

1.5%, in the period 2005–2019 it increased to 2.5%, which shows that in this 

last period, the size of migratory flows was larger, the number of international 

migrants increasing by 79.6 million people. In this context, in the last three 

decades, more developed regions have received 69 million migrants, while 

less developed regions have received only 50 million. The highest migratory 

flows were recorded in high-income countries (98 million people), while mid-

dle-income and low-income countries added only about 20 million people 

to their stock of migrants (17 million and, respectively 3 million).

The levels and trends of regional migration

Globally, the share of migrants in the total population of the planet was rela-

tively small, namely 3.5% in 2019, increasing compared to 1990, when they 

accounted for 2.9% (Figure 1) (UN DESA, 2017; UNHCR, 2019; UN, 2019).
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Figure 1.  Annual rate of change of migrants’ stock and their share in the total population, by re-

gions, in the period 1990–2019

Data source: developed by the author based on UN DESA’s Population Division, www.un.org.

In the more developed regions, in 2019, international migrants accounted 

for 12.0% of their total population, while less developed regions accounted 

for 1.9% of the total population (statistics UNHCR). 

In 2019, 51.9% of the world’s international migrants lived in Europe and 

North America (30.3% in Europe and 21.6% in North America). North Africa 

and West Asia hosted 49 million international migrants (17.9% of global mi-

grants) (Figure 2), followed by Sub-Saharan Africa (8.7%), Central and South 

Asia (7.23%) and East and South-East Asia (6.74%). Latin America and the 

Caribbean (11.67 million) and Oceania (8.93 million) recorded the lowest 

number of international migrants (Figure 2).
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Figure 2. The evolution of international migrant stock at mid-year by region

Data source: Statistics UN DESA’s Population Division, www.un.org.

The analysis of the diagrams in Figure 2, shows that between 1995 and 

2019, the international stock of migrants increased by 32.7 million in Europe, 

by 31.04 million in North America and by 30.98 million in North Africa and 

West Asia. East and South-East Asia and Sub-Saharan Africa are regions that 

each added about 10 million international migrants, while Latin America, the 

Caribbean and Oceania added about 4 million each. In contrast, the number 

of international migrants decreased during the period considered by 6.54 

million in Central and South Asia.

Over time, the average annual change in the number of migrants has varied 

from one region to another. If in the first decade of the 21st century, in Europe, 

North Africa and West Asia and North America, the population of migrants 

increased by over 1 million per year, in the period 2015–2010 and as a result 

of the economic and financial crisis it decreased below 0.7 million / year. 

The exception was Sub-Saharan Africa, which in 2015-2010 has doubled its 

migrant population from 2000‒2010 (Figure 3). By contrast, the international 
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stock of migrants reduced in Central and South Asia by 0.89 million between 

2000 and 2010 and by 1.13 million people between 2015–2010.

The period 2015–2019 is characterized by an increase in the size of mi-

gratory flows in all regions of the world, the highest values being recorded 

in Europe (7.3 million people) (Bite, Szombathelyi, & Vasa, 2020), North Africa 

and West Asia (6.54 million people) (Figure 3).

Figure 3. Evolution of the migrant stock by destination regions, in various time periods (millions persons)

Data source: Statistics UN DESA’s Population Division, www.un.org.

In 2019, more than 124 million international migrants were registered in 

the five largest regional migration corridors, which represents 45.65% of 

the global migrant stock (IDMC, 2018, 2019). The largest regional migration 

corridor in the world was Europe to Europe, with 41.9 million migrants born in 

Europe and residing in another country in the same region (a significant share 

of them migrating between the countries of the eurostat Union (European 

Commision, 2018; Statistics Eurostat, 2019; MacGregor, 2019)). In both the 

first and second decades of the 21st century, the regional migration corridor 
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between Europe and Europe has increased by more than 5 million interna-

tional migrants, an average annual increase of over half a million (Table 1).

The second largest migration corridor in 2019 was the Latin American and 

Caribbean corridor to North America, with a stockpile of 26.6 million migrants 

(Zong et al., 2019). This regional migration corridor increased by 0.9 million 

migrants per year in the period 1990 - 2000, but decreased in the decades 

of the 21st century: the number of international migrants on this corridor 

increasing with an average of 0.5 and respectively, 0.3 million people per year.

Table 1. Number of international migrants by regions of destination and origin in 2019 (millions)

Destination 
regions

Regions of origin

Sub-
Saharan 
Africa

Northern 
Africa And 
Western 
Asia

Central 
And 
Southern 
Asia

Eastern 
and South 
-Eastern 
Asia

Latin 
America 
and the 
Caribbean

Oceania Europe
Northern 
America

Sub-Saharan 
Africa

18.31 1.21 0.14 0.09 0.04 0.02 0.76 0.04

Northern 
Africa And 
Western Asia

2.07 18.93 18.52 4.27 0.07 0.01 2.58 0.17

Central And 
Southern 
Asia

0.00 0.33 11.69 1.97 0.02 0.00 4.49 0.05

Eastern 
and South 
-Eastern Asia

0.01 0.03 1.90 14.32 0.34 0.08 0.21 0.31

Latin America 
and the 
Caribbean

0.03 0.10 0.03 0.29 8.24 0.01 1.42 1.24

Oceania 0.48 0.43 1.16 2.30 0.20 1.06 2.89 0.23

Europe 4.94 13.05 11.20 3.60 4.98 0.40 41.86 1.10

Northern 
America

2.50 2.79 5.16 10.24 26.58 0.52 6.89 1.37

Data source: Statistics UN DESA’s Population Division, www.un.org.

In 2019, the size of migratory flows was almost equal in the regional mi-

gration corridors three, four and five: 18.93 million international migrants for 

North Africa and West Asia to North Africa and West Asia, with 18.52 million 

migrants for Central and South Asia to the same region and with 18.31 million 

migrants for the sub-Saharan Africa corridor to Sub-Saharan Africa (Table 
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1) (IOM, 2019; Srivastava & Pandey, 2018). The number of migrants from the 

North Africa and West Asia regional corridor increased by 7.3 million between 

2010 and 2019, while the Central and South Asia corridor to North Africa and 

West Asia increased by 5.4 million. The number of migrants from Sub-Saharan 

Africa to the same region then increased by 5.4 million between 2010 and 2019.

The highest values of the weights of international migrants in the total 

population of the destination regions were registered in: Oceania (21.2%), 

North America (16%) and Europe (11%) and North Africa and West Asia (9.4%) 

(Figure 4). In the other regions, the migrants represented between 0.8% and 

2.2% of the total population (Figure 4) (Eurasian Economic Union).

Figure 4. Share of migrants in the total population of the destination regions, (%)

Data source: Statistics UN DESA’s Population Division, www.un.org.

At the beginning of the 21st century, the share of the international migrants 

in the total population of the destination regions increased by 4.1 percentage 

points in Oceania, by 3.7 percentage points in North Africa and West Asia 

and by about 3 percentage points in Europe and North America. In the other 

regions, with the exception of Central and South Asia, the share of migrants 

in their total population increased by 0.2 to 0.5 percentage points. In Central 
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and South Asia, there was a 0.4 percentage point reduction in the share of 

international migrants in the total population, which means that the general 

population grew faster than the population of migrants in this region (Máté, 

Sarihasan, Popp, & Oláh, 2018).

Levels and trends of regional migration by age 
and gender groups

If in 2019, the women accounted for 47.91% of the total migrants in major 

regions of the world, they exceeded the number of male migrants in more 

developed regions. In less developed regions, the share of migrant women 

represents less than half of all migrants (Figure 5).

Figure 5. Share of migrant women in total international migrants, by destination region, 2019

Data source: Statistics UN DESA’s Population Division, www.un.org.

In the period 1990–2019, the share of women in the total number of mi-

grants, from more developed regions varied insignificantly: from 51.16% in 

1990 to 51.49% in 2019. Larger variations in the share of migrant women in 
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total migrants were registered in less developed regions, where this percent-

age decreased from 46.99 in 1990 to 43.36 in 2019. This phenomenon was 

due to the rapid increase in the number of male migrants in North Africa and 

West Asia between 2000 and 2010 as due to the high demand for migrant 

workers in several countries in these regions. 

The regions where the share of women in total migrants was higher than 

men, in 2019 were Europe with 51.4% and North America with 51.8%. In the 

same year, women and men accounted for an almost equal share of total 

migrants in: Oceania (50.4%), Latin America and the Caribbean (49.9%), 

Central and South Asia (49.4%), and from East and Southeast Asia (49.3%). 

In Sub-Saharan Africa the share of migrant women was 47.5%, and North 

Africa and West Asia only 35.5%. 

Regarding the average age of migrants worldwide, in 2019, it was 39.0 

years, with significant variations between the development regions of the 

world. Thus, in more developed regions, the average age of migrants was 

42.9 years, and in less developed regions it was 34.5 years. 

By age groups, from the 202 million international migrants aged 20-64, 

57% were in more developed regions and 43% in less developed regions 

(Figure 6). If in the period 1990-2010 the share of worldwide migrants of 

working age among all migrants increased from 69% to 74%, in the period 

2010-2019 it did not suffer significant variations.
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Figure 6. Distribution of migrants by age groups, by development regions, 2019, (millions persons)

Data source: Statistics UN DESA’s Population Division, www.un.org

Migrants under the age of 20 accounted in 2019 for 1/6 of the global 

migrant stock and the largest share of them lived in developed regions. The 

variation of this segment of migrants in the period 1990-2019 was only 5 pp 

(from 19% in 1990 to 14% in 2019). In all regions of the world, in 2019, there 

were 32 million migrants aged 65 or over. In the more developed regions 

they represented 15% of the migrant population in these areas, and in the 

less developed regions the share of this category of migrants was only 8%.

The analysis of the distribution of migrants by age groups and by large 

regions of the Earth, highlights the fact that in 2019, Europe and North Amer-

ica had the highest share of migrants in the age categories 20–64 and 65 

and over (Figure 7), in while in the region of North Africa and West Asia were 

concentrated the most international migrants under the age of 20.
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Figure 7. Migrant stock by age groups in the major regions of the world, in 2019, (millions persons)

Data source: UN DESA’s Population Division, www.un.org.

Following the increasing number of international migrants in recent 

years, the estimates of international organizations in the field indicates that 

in more developed regions, the median age will increase from 42 years in 

2020 to 46.8 years in 2070, and in less developed regions the median age 

will increase from 29.0 years to 37.7.

At the regional level, as well as worldwide, changes in the working age 

population are also due to international migration (Cristea & Grabara, 2019). 

It is expected that in 2070, four of the eight regions will be positively affected 

by migration by increasing the share of the working age population (by 2.4 

pp. In North America, 1.2 pp. In Oceania, 0.8 pp. in Europe and 0.5 pp. in North 

Africa and West Asia). For the other four regions, the impact of migration on 

the working age population will be insignificant (below 1 proncetual point).

But with the measures introduced by governments to “flatten the curve” 

of infections, the COVID-19 pandemic already has a major impact on mo-

bility and migration. In this context, the forecasts regarding the impact of 

regional migration on socio-economic processes and phenomena need to 

be reformulated.



103

Recent Dimensions of Regional Migration

Conclusions

And in the coming decades, the international migration remains a real process 

and can vary taking into account the political and economic changes, inno-

vative technological and social changes, growing demographic imbalances, 

the effects of climate change and globalization trends.

The statistics provided by various international bodies in the field indicate 

that, at the regional level there are clear geographical aspects of migration. 

The analysis of data on regional migration shows significant differences in 

migration patterns between regions: the migration in Africa was predominantly 

intraregional (migration taking place and in other regions of the world), while 

in Latin America and the Caribbean migration is dominated by emigration 

to other regions of the world, especially North America, with intraregional 

migration playing a more limited role.

The regional differences and complexities, as well as recent develop-

ments, provide an important perspective for understanding migration, and 

the migration patterns and processes are closely linked to geography and key 

regional characteristics developed over decades, perhaps even centuries, 

and it continues to play a central role in the way and place in which people 

migrate at international level.

A greater recognition of the regional and sub-regional migration patterns, 

variations and complexities can contribute to the formulation of strategic 

and sustainable responses to the emigration policies. It is also necessary 

to pay attention to the regional dimensions and variations of international 

migration that may have critical implications for debates and regulations, 

especially (but not only) at the global level.
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