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Abstract

The aim of the article is to specify how Shared Services Centers (SSC), can use talent management practices to retain employees. For
this purpose, theoretical studies including contemporary scientific literature as well as empirical studies covering a survey of 249
respondents who were current employees of Shared Service Centers located in the city of Poznan were carried out. The subjective
scope of the study has been narrowed down to minimize the risk of interpretational error resulting potentially from differences in the
industry context. The author places talent management in the process of employee retention, and then discusses the results of empirical
research. He defines the perception of talent management concept by employees, and also indicates statistically significant differences
that may affect the shaping of intra-organizational processes.
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Streszczenie

Celem artykutu jest dookreslenie tego, w jaki spos6b organizacje zatrudniajace pracownikéw do wykonywania powtarzalnej pracy
moga skorzysta¢ z zarzadzania talentami, aby skuteczniej ich utrzymywac. Przeprowadzono w tym zakresie badania teoretyczne obej-
mujace wspoélczesng literature naukows, a takze empiryczne obejmujgce badanie ankietowe przeprowadzone na grupie 249 respon-
dentéw bedacych aktualnymi pracownikami centréw ustug wspolnych ulokowanych na terenie miasta Poznania. Zakres podmiotowy
badania zostat zawezony w celu zminimalizowania ryzyka btedu interpretacyjnego wynikajacego potencjalnie z réznic w kontekscie
branzowym. Autor wpierw umiejscawia zarzadzanie talentami w procesie utrzymania pracownikéw, a nastepnie omawia wyniki ba-
dan empirycznych. Wskazuje sposéb postrzegania tej koncepcji zarzadzania talentami przez pracownikéw, a takze zaznacza staty-
stycznie istotne réznice, ktére moga wptywac na ksztattowanie proceséw wewnatrzorganizacyjnych.

Stowa kluczowe: zarzadzanie talentami, centrum ustug wspélnych, utrzymanie pracownikéw.
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1. Introduction

Talent management has gone beyond the interest of business
practitioners and is increasingly reflected in ongoing
research [Collings et al. 2015; Gallardo-Gallardo et al. 2017].
The popularity of this concept is influenced by the results
of empirical research indicating the consequences of its
application by enterprises that obtain better business results
[Almaaitah et al. 2015; Altin6z et al. 2013; Joyce, Slocum 2012;
Kohtamaki et al. 2012; Muntean 2014; O’Connor et al. 2006;
Sparrow, Makram 2015].

Table 1. Examples of research in a particular context

Authors Research context

[Valverde, Scullion, Ryan 2013] Spanish small and medium

enterprises

[Kim, Mclean 2012] Global enterprises

[Ready, Hill, Conger 2008] Emerging markets

[Solberg 2015] Football clubs

[Almaaitah, Harada, Bin 2015] Mobile networks

[Lepori, Seeber, Bonaccorsi 2015] Higher education

[Thunnissen, Van Arensbergen 2015] | Dutch Universities

[Singh, Sharma 2015] UAE enterprises

[Ingram 2016] Art and culture

[Ingram, Glod 2016] Healthcare enterprises

Source: based on own research.

The variety and lack of cohesion between various definitions
of talent has been pointed out by researchers for many years
[Howe et al. 1998, p. 399] and there is still no uniform solution
[Collings et al. 2015; Lewis and Heckman 2006; McDonnell
et al. 2017]. This results in difficulties in clearly defining also
the role of talent management, and thus related to defining its
impact on the functioning of the organization. However, what
is more often undertaken is research aimed at systematizing
knowledge in this area, so as to formulate the theoretical
and practical assumptions needed both for researchers and
representatives of business organizations. The article includes
both theoretical and practical considerations that justify the
use of talent management in order to more effectively retain
employees in Shared Services Centers. Choosing this precise
group of subjects was justified by a trend of analyzing talent
management in the context of different business as shown in
Table 1 below (Tab. 1).

2. Conclusions from theoretical research -
reasons for introducing talent management
in shared service centers

There are different concepts of talent as well as talent
management. The dispute about their meaning should be
resolved, according to the author, by taking into account the
interpretation of the functional concept - that is, by setting
a goal which, with the help of the practical application of these
concepts, is to be achieved. This assumption results from the
origin of these concepts within the management sciences

where science tries to describe the organizational practice,
so as to create the foundations for its further development
[Schulz, Brenner 2010, p. 217]. The initial interest in these
concepts in terms of the subject had its source in empiricism.
The most important conclusions in determining the essence of
the concept of talent management are presented in section 2.1,
so to allow further discussion about its impact on the retention
of employees. Section 2.2. includes defining the specificity of
the operation of Shared Services Centers and, thanks to that,
enables conclusions to be drawn regarding the reasons for
which talent management solutions should be introduced in
such organizations.

2.1. The essence of talent management

Objectives that are achieved by talent management according
to the declarations of the organizations applying them remain
without major changes over the years [Dgbrowski Skowron-
-Mielnik 2016, p. 267]. They are primarily related to ensuring
and maintaining the necessary competences in the organization
to achieve operational and strategic objectives (Figure 1).

Five ofthe first six main goals according to the above-mentioned
research include actions aimed at maintaining employees
(both those defined by the organization as talents and those
who do not meet this definition) and securing with them the
necessary competences in the organization of competences.

The author personally, for the purposes of this article, adopts
the definition of talent managementas: a set of activities carried
out by the organization in relation to people defined as talents,
in order to acquire or retain them, so that they contribute to
achieving the intended organizational goals. Such a definition
stems from the results of the conducted research as part of
the completed dissertation, as well as from the conclusions
drawn from previous publications [Dabrowski 2016; 2015].
The process of deriving definitions is not the aim of this article,
hence the author refers to other epistemological studies.

2.2. Talent management in the reality of functioning
of Shared Services Centers

Shared Service Centers (also referred to as SSC in this article)
are business entities that arise to maximize the profits of related
companies, which may occur by increasing profits, reducing costs
or increasing the organization’s flexibility [Skowron -Mielnik
2012, p. 12]. Their characteristic features, appearing most often
in literature [Schulz, Brenner 2010, pp. 213-214], are:

1) arising by combining processes between organizational
units,

2) focus on the implementation of services supporting the
main business objectives of other organizations,

3) the purpose of existence which is to reduce the costs of the
mother company,

4) implementation of activities focused on the internal client,

5) legal subjectivity, fully related to other organizations,

6) being subject to market pricing rights.
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Figure 1. The most important goals realized through talent management

Source: own elaboration based on [CIPD 2015; 2014; 2013; 2011; 2010; 2009; 2006].

Shared Service Centers allow reducing costs both in
a revolutionary way (at the same time limiting the number
of employees needed and resources needed to implement
processes), and evolutionally (when the transferred processes
are constantly improved) which is required by the market
conditions of SSC operations. It allows achieving economies
of scale and significant savings [Szulaski 2012, p. 110]. This
can be achieved through stronger decentralization, reduction
of the scope of specialization, flattening of the hierarchy
and simplification of coordination, and this requires the use
of the competence of employees who will be able to take
responsibility for their part of the process. On the one hand,
SSC organizations in the future (and some now) will carry out
activities related to the performance of repetitive work. On the
other hand, there is a clear tendency to transform them into
knowledge management and process control centers [Ernst &
Young 2013, pp. 5-8 ]. In order to develop centers of shared
services from the level of “administrative manufactories” to
the organizations referred to in the cited publication of Ernst
& Young as the second generation, it is necessary to create an
environment in which people:

e want to question the status quo as part of the entire
organization’s operation,

e are able to think about their work in a strategic way,

e know how to involve themselves and others in the change
process,

e are able to take full responsibility for the tasks performed,

e want to acquire competences to develop themselves as
experts,

e and at the same time have knowledge of the processes
being carried out.

The development of each of these competences is particularly
difficultin the face of relatively high turnover in organizations of

this type, which according to the largest industry organization
[ABSL 2017a, p. 38] is over 15% for 37% of them.

One of the answers to the problem related to the maintenance
and development of competences within the SSC is the
introduction of talent management, which by its very nature
pursues exactly the objectives that respond to the challenges
of contemporary shared service centers operating in Poland.

3. Conclusions from empirical research -
how talent management may influence
the retention of Shared Services Centers’
employees

An empirical study using an online questionnaire was
conducted on a sample of 249 people who were current
employees of Shared Services Centers operating in Poznan.
This represents 3.2% of people employed in Wielkopolska
in this industry [ABSL 2017b] and 4% employed in Poznan
(according to information obtained from the Department of
Economic Activity of the Poznan City Hall). Due to the size
of the sample, the conclusions described below cannot be
generalized, but they can be an important reference point for
further research or implementation.

3.1. Research methodology

The survey was disseminated using social networking sites
(linkedin.com, goldenline.pl, facebook.com). The variables
describingto enable statistically significantdifferencesbetween
respondents to be shown were age, years of employment
in the current enterprise, the number of previous jobs, the
number of foreign languages mastered at communicative level
(at least B2), membership in the personal department, and
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a declaration whether the respondent believes that he/she
should be defined in his/her current organization as a talent.
The structure of respondents is presented in Table 2.

Table 2. Respondents’ structure

Respondents’ structure - gender

Gender Number of answers
Female 175
Male 74

Respondents’ structure - age

Age Number of answers
<20 1
20-30 144
31-40 93
41-50 11

Respondents’ structure - employment in previous SSC

Number of previous SSC in which

respondents worked 0 1 2 3 4 >

Answers 21 (11079 | 31 |28 | 1
Respondents’ structure - length of employment

Years of

employment 1(2|3|4|5|6|7|8|9]|10(11|12
in current SSC

Answers 55|68(51(28|9(19(2 | 1|4 |7 |2]|3

Source: own study based on the results of the research.

The conclusions from the study were subjected to deductive
reasoning and made it possible to formulate conclusions
regarding the possibilities of using the talent management
concept for the needs of employees of Shared Services Centers.

3.2. Perspective of employees on the functioning
of talent management in their organizations

In order to determine the ratio of study participants to the
implementation of talent management in the organization in
which they work, they were asked to mark the answer on the
Likert scale, where individual grades corresponded to a higher
level of satisfaction, as shown in Table 3.

Dividing the scale into positive (4 and 5), neutral (3) and
negative (1 and 2) feelings, the result is presented in Figure 2.

In the study it was considered statistically significant (p-value
= 0.01291) that men more often indicated neutral responses
and women negative ones. This result may suggest that for
men the lack of talent management is much more ambivalent
than for women. Negative feelings were strongly related to the
fact that there was no talent management in the organization.
Lack of belonging to a group of talents (despite the existence of
such a group in a given SSC) caused much less negative feelings
than lack of talent management in general. The justification
for this may be a psychological mechanism of belittling the
value of good, to which we have no access. An analysis of this
question may indicate that the very fact of implementing

talent management has a positive effect on the increase of
employees’ involvement - regardless of whether they will be its
participants or not. It is worth paying attention to the fact that
some people have negative or neutral feelings towards their
participation in talent management. The justification for this
may be, among others, their additional burden on development
tasks. What is important, therefore, improperly prepared

Table 3. Satisfaction with talent management from the perspective
of current employees

Likert scale 1 2 3 4 5
Iam Idon’t I am happy Y
Name frustrated |feel good Tam ok with that Great!
Yes, I'm in 2 0 6 16 14
a talent pool

No, I'm not in
a talent pool

but TM is in 8 4 53 14 8
my SSC

Lack of TM in

my SSC 19 29 69 9 0

Source: own study based on the results of the research.

or implemented talent management and its monitoring can
bring more losses for the talents and organizations themselves
than for those who have not been qualified by the talent group.

In the further part of the survey respondents pointed to who
is called talent in their organization. The responses were
grouped using the author’s distribution of the definition of
talent. The individual fields indicate the number of indications
corresponding to each type of definition. 105 respondents
answered in the form of an open statement. The sum of
indications in the figure is, however, higher, because some
respondents indicated multipoint responses that can be
attributed to different concepts of talent definition. The
numbers assigned to more general definitions are the sum of
responses corresponding to detailed definitions.

Comparing the results described in Figure 3 with answers
to the next question about competences, which should
distinguish people recognized as talents, the conclusion was
drawn that for the vast majority of respondents talent is
a person who, due to their competences or potential for their
development, is particularly important for the organization and
is distinguished primarily by the desire for self-development,
proactivity and problem-solving skills. It may be interesting
to note that for women, “ease of adjustment to change” and
“efficient learning” turned out to be more important, and for
men “problem-solving skills” and “high scores in previous
work”. One of the key information about the role of talent
management in the employee retention process is the fact
that 86% of respondents indicated that in their opinion
they should be defined as “talent” in their organization. This
means most likely that in their opinion they meet the above-
-mentioned definition criteria of talent. These premises lead to
the conclusion that SSC employees are largely interested at the
level of the declaration to improve their competences and stay
in the organization that will enable them to do so.
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Figure 3. Types of the definition of the concept of talent in respondent’s organizations.

Source: own study based on research results.

3.3 Actions supporting employee retention

The activities that affect the employee’s maintenance in the
SSC were decided to be verified with the help of two questions.
First, regarding reasons that could affect the willingness to
stay in the organization for more than 2 years and second,
addressing the reasons why the employee may make a decision
to resign from work.

As expected, the intention to stay at work is primarily
influenced by three factors:

1) friendly work atmosphere,
2) above average remuneration,
3) clearly defined development perspectives.

The remaining answers, with the exception of social projects
implemented by the organization (CSR), also received a high
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number of responses. Statistically significant differences with
respect to descriptive variables were:

1) Managerial competences of superiors were important
especially for people in the position of a leader and
manager (x*=10.306, p-value = 0.01613).

2) The possibility of implementing projects of strategic
importance was all the more important the higher the place
occupied by the employee (}? = 33.1, p-value = 3.067e-07).

3) Flexible working time was important for people with
professional experience below 2 years in a given SSC and
significantly less important for people working shorter
hours (%= 6.8053, p-value = 0.009089).

4) Flexible working time was also very important in medium
and large enterprises and less important (though
important) in enterprises employing more than 100
people (%% =10.983, p-value = 0.01182).

5) Above-average remuneration was much more important
for people aged 20-30 than people aged above 30 and
above 40 (x*=8.987, p-value = 0.002719).

When verifying the factors affecting the resignation from
work, it was shown that the most important were the limited
development opportunities and lack of appreciation, and only
in the third place higher remuneration in another place of work.
Statistically significant differences occurred in particular in the
scope of:

1) For people working over 2 years, a significant reason for
leaving were conflicts with superiors - twice as much as in
the case of people who worked for 2 years or less (y?* =
5.4586, p-value = 0.01947).

2) Lack of a sense of appreciation was one of the two most
important reasons for leaving the organization, but it was
even more important when the respondent worked in
a larger organization (y? = 9.7957, p-value = 0.02039).

3) Working with incompetent employees was quite
important, especially for employees of CUW employing
less than 100 people (y* = 8.9628, p-value = 0.02979).

4) Higher remuneration in another workplace was
amotivating factor for changing the workplace for younger
employees— and to a small extent affecting employees
below 30 years of age. (¢* = 6.0791, p-value = 0.01368).

5) Higher remuneration was also a more important factor
motivating men to change their place of work than women
(x? = 4.4984, p-value = 0.03393).

6. Conclusions

This study shows that similar but not the same factors affect
employees motivation to stay in the organization and their
motivation to leave it. Talent management may have a positive
effect on retaining SSC employees if it:

1) triggers a sense of appreciation for employees,

2) creates opportunities for open membership in a group,

3) has precisely defined inclusion criteria,

4) provides the opportunity to maintain a friendly
atmosphere with existing colleagues and in the new
environment (other talents, project team, etc.),

5) involves working with a supervisor or mentor in a student-
master relationship,

6) clearly defines development perspectives and indicates
akind of competences and a way they should be developed,

7) takes the responsibility for the development of their own
competences,

8) monitors the current workload of talents and combines
them with a potential change in the hierarchy of values,
eg. in terms of the work-life balance concept,

9) provides opportunities for obtaining additional financial
or non-financial remuneration. In particular, the second
form should be considered when presenting talent for the
benefits of joining talent activities,

10) enables people to work throughout the organization to
determine in which areas they feel strong and encourage
them to use these competences to transform their
organization into shared services centers of the second
generation.

Meeting these criteria also seems to respond to the expectations
of the respondents regarding the entire functioning of the
organization. In this context, the discussed concept of talent
management may have a positive impact on employee retention.
Such conclusions were reached after analyzing how talent
management was perceived by current employees of shared
service centers and how it could be used to fit their expectations.
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