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IMPLICATIONS OF WORK AUTOMATION
FOR HUMAN RESOURCE MANAGEMENT

Introduction

The processes of digitalization of work, the use of artificial intelligence as well
as prevalence of remote and hybrid employment are changing the way human
resources are managed in organizations [Sienkiewicz, 2022]. The relationship between
technological advances and people management has been a key interest [Minbaeva,
2021; Parent-Rocheleau, Parker, 2022; Tambe, Cappelli, Yakubovich, 2019; Vrontis
etal., 2022]. Workplace automation and human resource management (HRM) share
a complex relationship at both organizational and employee levels. Current research in
the literature focuses on the short- and long-term outcomes and challenges associated
with both the implementation of the technologies and their impact on HRM [Vrontis
et al., 2022]. Technological changes are creating a new context for HRM. They are
influencing the landscape of the workspace [Pocztowski, 2021]. The need to analyze
the relationship between work automation and human resource management is
indicated as an area for further research [Sienkiewicz, 2022]. Despite this, a research
gap persists in the existing literature, stemming from an incomplete understanding
of the precise nature of human resource management practices applied within an
automated work environment.

The relationship between HRM and the progressive automation of work and
its effects can be explained based on the Job Demands-Resources Theory [Bakker,
Demerouti, 2014]. Every job involves certain difficulties, causing physical, mental and
social strain on workers. Collectively, they are referred to as job demands. On the other
hand, work creates opportunities and possibilities for the employee through: room
for development, autonomy, sense of efficacy, job satisfaction. This second aspect are
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the resources associated with the job. Resources adequate to the demands enable an
employee to become engaged with the work performed. Increased demand including:
overburden, emotional stress and decreased resources in the form of: social support,
autonomy; result in job burnout [Schaufeli, Taris, Van Rhenen, 2008]. A combination
of high abundance of resources accompanied by low demands is also undesirable,
as it can lead to boredom and lack of interest in work [Demerouti, Nachreiner,
Bakker, Schaufeli, 2001; Schaufeli, Bakker, Van Rhenen, 2009]. The research available
in the literature suggests that work automation can have both positive and negative
consequences for resources and demands associated with work, which results in the
need to be proactive in work planning when implementing technology and taking
into account human-centered principles [Parker, Grote, 2022].

This article seeks to elucidate the challenges and practices associated with human
resource management in the context of work automation. Work automation refers
to the substitution or facilitation of human activities through computer-based tools
and systems that incorporate artificial intelligence, thereby enhancing the efficiency,
precision, and efficacy of organizational workflows. The pursuit of this objective involved
a critical literature review and the undertaking of exploratory qualitative research. By
doing so, this article enhances our comprehension of human resource management
within the framework of work automation and offers valuable insights to facilitate the
focus on human resource management practices in the processes of work automation.

1. Relationship between work automation
and human resource management

Work automation’s main goal is to increase organizational efficiency and indi-
vidual productivity. It influences human resource management by replacing human
activities with digital solutions. It can have both positive and negative consequences,
simultaneously restraining and enabling autonomy and value to employees [Meijer-
ink, Bondarouk, 2021].

Emerging technologies and their consequential transformations have been subject
to diverse characterizations [Parker, Grote, 2022]. The concept of the “fourth industrial
revolution” [Schwab, 2015] particularly underscores the pivotal role of artificial
intelligence (AI) and, more specifically, machine learning. Work automation includes
the implementation of autonomous, self-learning analytical and decision-making
applications based on artificial intelligence [Mann, O’Neil, 2016].

Machine learning entails a paradigm shift in which the responsibility for tasks is
transferred from humans to technology as machines become increasingly capable of
autonomous learning. Ubiquitous data processing refers to the pervasive connectivity
of devices with objects, individuals, physical environment, and information. The
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availability of extensive datasets assumes a central role in numerous applications
of artificial intelligence as these serve as the foundation for the development of
self-learning systems. The collective changes brought forth by smart technologies,
artificial intelligence, robotics, and algorithms (STARA) [Brougham, Haar, 2018] are
profoundly reshaping the information accessible to employees, work environments,
and patterns of collaboration, consequently exerting a profound impact on the field
of human resource management.

Automation creates new challenges for employees. These may include issues
related to: fairness and ethical considerations [Tambe, Cappelli, Yakubovich, 2019],
opacity of algorithms [Gal, Jensen, Stein, 2020], uncertainty as well as anxiety of
employees [Rosenblat, Stark, 2016]. It can result in dehumanization of human
resource management, by negating interpersonal relationships and the role of empathy
[Angrave, Charlwood, Kirkpatrick, Lawrence, Stuart, 2016].

While distinguishing the current wave of changes resulting from work automation
from previous ones, scholarly literature highlights the convergence of big data
and artificial intelligence as a significant driver enabling machines to substitute
humans in cognitive and higher-skilled domains. Technological advancements
enable the prediction of complex relationships while eliminating human error
[Cheng, Hackett, 2019]. Unlike in the past, complex cognitive tasks are increasingly
subject to automation, and there are concerns that knowledge-based work and even
management itself may be replaced by artificial intelligence. Such concerns arise
from the observation that tasks associated with analytical and rational knowledge
processing, as epitomized by the concept of algorithmic management, are prone
to being automated. Automation of knowledge-based work and management can
lead to depersonalization of management structures and perpetuation of pre-existing
biases [Veen, Barratt, Goods, 2020]. Using algorithms in management can lead to an
increased sense of injustice, reduced employee autonomy and well-being in the
workplace [Kinowska, Sienkiewicz, 2023].

The distinctive feature of Al-based systems lies in their capacity to directly interact
with the environment and autonomously learn, endowing them with unparalleled
capabilities that revolutionize the dynamics between technology and humans, fun-
damentally transforming the nature of work, and necessitating the development and
implementation of specific human resource management practices.

2. Research methodology

The qualitative research focused on the challenges and practices related to human
resource management under conditions of work automation. The analysis is based
on the results of qualitative research conducted in companies operating in Poland.
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In order to identify challenges and practices that may be indicative of new trends,
organizations that care about the quality of human resources management were
selected for the study. This is characteristic of companies following the principles of
sustainable development. Therefore, the research was conducted in companies that
declare such behavior.

To achieve the objectives, the following research questions were posed:

= What are the main practices and challenges of human resource management in an
automated work environment?
= How have they manifested themselves in companies operating in Poland?

The lack of acknowledgment regarding HRM practices within the context of
work automation provided a solid rationale for applying qualitative research. It was
conducted in June and July 2022. Organizations that publicly (e.g. in annual reports
or on their websites) declare activities in line with the concept of sustainability were
invited to participate. This criterion was chosen for various compelling factors.
Enterprises that embrace sustainability epitomize their cognizance and dedication
to long-lasting social, environmental, and economic objectives. These organizations
pledge to construct enduring and conscientious management practices that encompass
the welfare of their workforce, communities, and the ecosystem. Consequently,
they exhibit a greater inclination towards introducing pioneering HRM practices.
Furthermore, they are perceived as alluring employers, coveted by job seekers. The
analysis of HRM practices of such organizations offers valuable insights into the
range of initiatives undertaken to entice, retain, and foster employee growth, while
simultaneously safeguarding their motivation and well-being.

A total of 10 organizations agreed to participate in the study. Interviews were
conducted in live meetings or using remote communication tools. The organizations
represented different industries: manufacturing, consulting and services. All were from
the private sector. As the focus of the analysis was on human resource management
practices, CEOs, board members or high-level managers were selected as well as
individuals who could provide comprehensive and precise data. Table 1 shows the
profile of the organizations and the roles of the - interviewed — managers.

A total of 10 semi-structured interviews were conducted. The average duration of
the interview was approximately one hour. The interviews were conducted in Polish.
All were digitally recorded and then transcribed. The interview guidelines consisted
of six groups of questions on human resource management practices, motivating
and engaging employees taking into account technological change and sustainability
requirements. For the purpose of this paper, questions from the group covering
human resource management practices and challenges under conditions of work
automation were analyzed. The core questions were supplemented with additional
ones in order to enhance the respondents’ understanding of particular issues. In
order to analyze the collected research material, a theoretical coding system was
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developed using an open coding approach [Glinka, Czakon, 2021]. The following
procedure was applied: (1) initial reading of all interview transcripts to assess their
content in general; (2) repeated analysis of the transcripts and extraction of relevant
statements; (3) condensation of the extracted statements; (4) identification of practices
from the condensed statements; (5) extraction of groups of practices.

Table 1. Profile of organizations and respondents

Respondent Type of activity Number of Gender Role !n the
number Employees organization
R1 Energetics 4200 man manager
R2 Production 250 woman board member
R3 Telecommunications (trade) 50 man manager
R4 IT (start-up) 6 man CEO
R5 Informatics 1000 man manager
R6 Health protection 80 000 woman manager
R7 IT (game testing) 1000 man manager
R8 Informatics 40 man CEO
R9 Multi-discipline organization 100 man board member
R10 Advice/legal 50 woman board member

Source: own study.

The analysis of collected research material was performed using MAXQDA
Standard 2022 software (version 22.2.0).

In order to explore the challenges and practices occurring under conditions of work
automation, a conceptual framework was used that includes following characteristics
of strategic human resource management [Lewicka, 2019]:

= consistency and fit with the organization;

= orientation towards fostering positive employee behaviors and attitudes, particularly
in terms of work engagement;

= ensuring a quality working environment based on respect, fairness and high
ethical standards;

= focus on recruiting and developing talented and competent staff;

= building a flexible and intelligent organization.

3. Results of qualitative research

The qualitative research explored human resource management practices in the
context of work automation. Four thematic areas of HRM practices and challenges
related to work automation were identified: redesigning work, employees’ negative
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reactions, their involvement in automation and participation in the benefits of
automation. The first highlighted group were the challenges and practices associated
with redesigning work as a result of automation. Subsequently three themes emerged:
the inevitability of automation, the possibility of reducing human performance of
repetitive tasks, and the impossibility of fully replacing humans.

Table 2. Challenges and practices in redesigning work as a result of automation

Subject

Challenges and
practices

Selected quotations

The inevitability
of automation

Reducing
repetitive tasks

Inability to fully
replace a human
being

= a belief in growing
importance of
automation;

= improving work
performance by
automating simple,
repetitive tasks and
activities;

= complexity of
human tasks;

= lack of automation
of activities
requiring creativity;

= low labor costs
as a roadblock
to automation;

"Automation is going to be very important and without
automation, without simple processes and without that kind of
customer-employee interaction in the sale of retail products, well it
just won't happen of course". (R9)

"Automation sometimes can help with some ongoing tasks, there
are some repetitive activities, some reports, it does itself, it's nice,
you can save some time". (R8)

"When an automaton is done, certain things happen by
themselves, we just have the result of a certain process, it will
certainly improve, a little bit of interaction limitations, but also
thanks to that the risk of error, or timeliness, is always met". (R8)

"Not every process can be automated like that, you just have

to deal with it, some things have to be done manually or require
an advanced artificial intelligence and that level and it's not always
worth it, because you can do everything, yes, and it's not always
worth it, because sometimes it's more worth for a human being
to just doit". (R6)

"They knew here that automation would help in a lot of things,
for example in (inaudible). These are disruptive tests. When it
comes to manual, they will always be needed and they knew that
automation is to help, not to eliminate, so they approached it as
a good thing". (R5)

"Here, there is rather no fear that robots will take away jobs, our
work is so strongly unique". (R6)

"Automation, when we talk about a symphonic concert, for
example, you can't talk about automation there, because the
robot doesn't play, the process doesn't play. It is played by

a human being. You can't automate the rehearsal, or you can't do
better efficiency related to the tuning of the piano, because it's

a completely different specificity". (R9)

"It is still cheaper to buy in Poland. Human's labor is still cheaper
than a machine. We are not yet at the same stage as the French,
Germans or Americans, i.e. that in our country labor costs....
Because it's as if it's not so much that human’s labor has become
more expensive, but that the cost of labor and that employment,
and those social costs, in those countries have become so great
that human labor has become so expensive that people have been
replaced by machines". (R2)

Source: own study.
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According to the respondents, work automation was widely recognized as an
evident, necessary, and advantageous phenomenon. It was perceived as a mean
to transform job roles, leading to an increase in the value of tasks performed by
employees. The surveyed managers underscored the role of automation in enabling
smoother organizational operations, with a belief that its importance would continue
to grow in the future.

In the examined organizations, automation resulted in a reduction of simple,
repetitive tasks performed by employees. This led to improved outcomes by accelerating
task completion and a reduction in errors.

Respondents emphasized the impossibility of fully replacing human labor with
automation. This limitation stemmed from the excessive complexity and uniqueness
of the tasks performed by employees, rendering them difficult to replicate through
automated means.

The surveyed managers concurred with this perspective, highlighting entire groups
of tasks that were deemed impractical to automate. Tasks requiring creativity were
particularly recognized as challenging to automate, given their intricate nature and
reliance on human cognitive processes.

According to the managers, employees’ awareness that their tasks were irreplaceable
by automated systems had a positive impact on their attitudes towards the ongoing
processes. This awareness fostered a sense of job security, allowing employees to focus
on potential benefits of automation.

Respondents also identified low labor costs as an obstacle to automation. The
affordability of human labor slowed down investments in automation, as it presented
a cost-effective alternative to more expensive automation technologies.

Based on the findings of the study, it can be concluded that the analyzed organi-
zations actively and consciously considered the implications of progressive automa-
tion in their work redesign efforts. The inevitability of automation was recognized,
alongside a belief that its application was primarily suited for repetitive tasks and
activities, rather than complete human replacement. The surveyed managers noted
that more complex applications of automation were limited in the context of low labor
costs, as human labor remained a cost-effective alternative. Furthermore, the absence
of a perceived threat of being replaced by automation contributed to a sense of job
security among employees in the surveyed organizations, enabling them to focus on
the advantages offered by automation.

The increasing automation of work can provoke negative reactions from employees.
Identifying and addressing the reasons for employees’ negative attitudes towards work
automation is one of the key challenges for leaders in managing human resources
under work automation. The research revealed two groups of challenges and practices
in this area: identifying the causes of employees’ concerns related to work automation
and automation mistakes that exacerbate employees’ negative attitudes (Table 3).
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Table 3. Challenges and practices related to workers’ negative reactions
to work automation

Subject ChaIIenges and Selected quotations
practices
Employees' = fear of job loss; "It's also a sense of fear, and if we automate everything then
concerns maybe | won't be needed and I'll be fired right away, and that's
also the kind of aspect that influenced some people not to support
automation because they were just afraid of losing their jobs". (R9).
"This is some kind of significant threat that employees and people
feel, as if this process of automation, the process of kind of replacing,
precisely and these human relationships, but also increasing
productivity is some kind of element of feeling threatened, affecting
safety, affecting relationships". (R10)
= reluctance "Generally, people don't like automation processes. In corporations
to cooperate with : it's a little bit different because you can't skip them, they're there
the automaton; and it's like the machine is blocking you, or you might end up having
an accident or dying or something else. So, where there is a higher
organizational culture, | mean big corporations, it's impossible
to ignore it, but | think people question the point of it anyway". (R2)
= increased concerns ; "The generation, |'m talking about the generation of 50-
for older workers; i and 60-year-olds, the kind of people still 10, 15 years away
from retirement, who think that sharing knowledge is always
a replacement. So for them, too, the machine will always mean
that a person is to be removed, here and now. But for the younger
generations, not anymore, because they are used to it and they don't
see the machine as competition, or as something bad". (R2)
Automation = automation "A bad automation is one where, for example, it requires a great deal
mistakes to increase the of manual checking, or one that only qualifies for 3% of the scope
exacerbating number of tasks of work because the rest is an exception and has to be done, or an
negative to be performed; : automation that does not take all aspects into account and then you
reactions have to correct afterwards, that is a bad automation". (R6)

Source: own study.

The survey findings shed further light on the intricate dynamics surrounding
employees’ negative reactions towards work automation within the surveyed organi-
zations. Of particular significance were concerns pertaining to job security, especially
among the older workforce, which gave rise to a palpable sense of apprehension
and resistance. Older employees, having accumulated extensive experience and
expertise over their careers, harbored deep-seated fears of being rendered obsolete
by automated systems. This fear engendered a reluctance to share knowledge and
collaborate in utilizing automation to streamline work processes, thereby impeding
the full potential of automation to expedite operations.

It is worth noting that the manifestation of negative attitudes towards automation
was not limited to individual employees’ anxieties about their job stability. It permeated
the organizational fabric, with a pervasive questioning of the authenticity and relevance
of tasks dictated by machines. This skepticism often stemmed from a perception
that the tasks imposed by automation failed to align with employees’ preferences.
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Consequently, there was a notable inclination among workers to challenge or find
ways to circumvent these machine-driven tasks, undermining the intended benefits
of automation implementation.

Moreover, the reluctance to embrace automation was further amplified when its
introduction and execution were marred by inadequacies. In cases when automation
initiatives were implemented haphazardly or without due consideration of the full
spectrum of activities, it resulted in the generation of additional errors that required
manual intervention to correct them. This not only undermined credibility in auto-
mation but also created supplementary monotonous tasks, exacerbating employees’
resistance and skepticism towards the transformative potential of automation.

In conclusion, the surveyed organizations unveiled a complex set of negative
employee reactions towards work automation, deeply rooted in concerns regarding
job security, particularly among older and more experienced workers. These concerns
manifested in resistance, knowledge hoarding, and skepticism towards the tasks
controlled by automation. Moreover, improperly executed automation initiatives
and the resulting errors or monotonous tasks further fueled employees’ reluctance
and skepticism.

The involvement of employees in work automation, which is crucial for HRM,
was made possible by an attractive vision for the future of the organization, possible
thanks to automation and the inclusion of employees in automating work.

Table 4. Challenges and practices in engaging employees in work automation

Challenges and

Subject . Selected quotations
practices
Vision of = communicating | "l was building this kind of holistic picture, which is what's going
growth avision for the ' to happen next. | said yes — if we're going to double our sales and
through future workplace : there's as many of us as we are currently staffed, and we're not going
automation with emphasis to increase our headcount because there's no funding for it full stop,
on benefits of then we're either going to have to work 2x as long whether you're
automation ready/ready for it or we're going to agree to automation and remember
to employees there's going to be work for us because as the company grows, as sales
grow it's assured, so we move forward because we don't want to work
2x as long because everyone has a personal life and it's very simple, it's
very mundane but it works". (R9)
Involving automating "We are improving the knowledge management system, that is, we are
employees the process adding knowledge to the system, but we are adding it incrementally,

in automating
work

in collaboration
with the
employee;

devoting
working time
to automating
tasks;

that is, piece by piece. Well, and an employee has just stated, who has
done, | don't know, 50 of such improvements, and we have more or
less 300,000, someone has just immediately asked, | mean after those
50 times, asked: OK, then we already know what to do, we know how
to do it, could we somehow speed it up?". (R6)

"Such tools are not always available off the shelf, sometimes you have
to build them, so you have to say first what | want to digitize and
whether this digitization will really improve my work even though | will
now have to work twice as much to define and build this tool". (R1)

Source: own study.
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Within the surveyed organizations, the endorsement of work automation gained
traction as managers effectively communicated its current and long-term consequences.
By presenting a compelling vision of the future that delineated the transformative
impact of automation on the organization and the work environment, a spirit of
open-mindedness and receptiveness was fostered among employees.

According to the managerial perspective, successful implementation of automation
required active employee involvement in the design process. This entailed an additional
workload for individuals responsible for executing the automated activities. However,
this participatory approach ensured that the automation endeavors aligned with the
specific needs and capabilities of the workforce, fostering a sense of ownership and
investment in the automation initiatives.

Respondents emphasized that the path to successful automation was a gradual and
time-intensive journey. Rather than pursuing rapid, wholesale changes, organizations
recognized the importance of an incremental approach, allowing for a smooth
assimilation of automation technologies and processes. This deliberate pace allowed
employees to adapt to the changes and ensured the integration of automation into
existing workflows without causing undue disruption.

In summarizing the challenges and practices associated with involving employees
in work automation, it is crucial to underscore the pivotal role of leaders in crafting
a compelling vision of the organization’s future intertwined with automation. This
vision needed to resonate with employees, showcasing how automation would enhance
their work experience and contribute to their professional growth. By establishing this
meaningful connection, leaders could foster a receptive mindset among employees,
enabling them to embrace the transformative changes brought by automation.

Additionally, the surveyed organizations recognized the significance of involving
employees in activities aimed at automating their work. This inclusivity empowered
employees, granting them freedom to drive automation initiatives and allocate
a portion of their working time to automation-related tasks. By empowering employees
and granting them autonomy, organizations have leveraged their expertise and insights,
facilitating a more seamless integration of automation into their daily work routines.

In essence, the surveyed organizations underscored the criticality of effective
leadership in creating a compelling future vision that directly correlated with auto-
mation and resonated with employees. This, combined with employee involvement
in automation design and the allocation of dedicated time to automation activities,
played a key role in fostering employee receptiveness and facilitating successful work
automation endeavors.

Another aspect of human resource management under conditions of work auto-
mation is concerned with the participation of employees in the benefits of automa-
tion. It manifested itself in improved organization of work hours and reduced stress
at work (Table 5).
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Table 5. Challenges and practices for employee participation in the benefits of work

automation
Subject Challenges g Selected quotations
practices
Improving = reducing the "If this automation results in the employer sharing this time benefit
organization workload; with the employee, that is, if a portion of time is saved for the
of work hours employee, then immediately the employee is not required to do

other activities in this saved portion, but has some of this time

to himself, this can actually improve quality for him". (R1)
"Thanks to the automation of certain processes, thanks to the fact
that certain activities or document processing can happen in the
system and not that every process has to be pushed manually, I'm
better off, because | can deliver this added value to the customer
faster, to myself, | can do more, I'm satisfied". (R9)

= getting rid of tedious : "Programmers in particular are very sensitive to having a good
tasks; working environment, a good environment in terms of things like
automation. In all companies, there's a very strong emphasis on
the moment of removing any, we call it churn, it's that kind of
boring, repetitive work. Removing that sort of thing is valued, and
that also undoubtedly affects engagement". (R7)
"People appreciate automation when they see that it helps them
and that they can get more done with it, in less time, repetitive
things, or repetitive activities that are often tedious, are done
remotely with less risk of error, so they have an impact". (R8)

Stress = reduction of stress "If we are running some software and releasing it to customers,

reduction thanks to automation : we want to be able to automatically undo that so that if something
that limits the breaks down, you don't have to personally do it with your hands,
consequences of because it's known to be a terrible stress at that point. Automation
errors; takes away some of the stress in those situations". (R7)

Source: own study.

According to the respondents, the effective approach to enhance employee engage-
ment in an automated work environment was to share the benefits directly with them.
By allocating a portion of the time saved through efficient automation to employees,
they were afforded additional flexibility and control over their work schedules.

The positive attitudes of employees towards automation were largely influenced
by the prospect of liberating themselves from monotonous, repetitive tasks that were
prone to errors. The ability to delegate such tasks to automation systems fostered
a sense of empowerment and relieved employees from the burden of mundane work,
ultimately contributing to their overall job satisfaction.

Moreover, employees perceived automation as a positive force that mitigated stress
levels within the workplace. By alleviating the pressure associated with tedious and
time-consuming tasks, automation granted employees the opportunity to focus on
more meaningful and challenging aspects of their work, leading to a more conducive
and less stressful work environment.

The study findings confirmed the efficacy of sharing the benefits of work automation
with employees, which yielded a range of positive outcomes. Notably, it promoted
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activities that supported automation initiatives. By leveraging automation to accelerate
task completion, employees were able to work with reduced time pressure, resulting
in a more balanced and efficient workflow. Within the surveyed organizations,
the positive effects of automation on employees were evident in the reduction of
tedious and repetitive tasks, highlighting the transformative potential of automation
in enhancing work quality.

In summary, the study revealed the significance of sharing the benefits of work
automation directly with employees, as it engendered a range of positive outcomes.
These included increased support for automation efforts, and tangible benefits
for employees, such as the ability to work with reduced time pressure and the
alleviation of tedious and repetitive tasks. By acknowledging and embracing the
positive consequences of automation, organizations can create a work environment
that promotes employee satisfaction and productivity.

4. Discussion of the results

Most of the literature available on the links between work automation and HRM
concerns the implications of the use of automation, artificial intelligence and robots
in human resource management [Vrontis et al., 2022]. There is a lack of sufficient
empirical research on HRM practices that support work automation. It can be argued
that the studies carried out on the challenges and practices of HRM under conditions
of automation, open up new possibilities. They confirm the usability of the application
of principles of strategic human resource management. They provide insight into the
sustainability of the adopted concepts under conditions of work automation.

The empirical conducted observations confirmed, under conditions of work auto-
mation, the presence of features of HRM practices present in the literature [Lewicka,
2019], including in particular: coherence and alignment with the organization, ori-
entation towards fostering positive employee behaviors and attitudes, particularly
in terms of work engagement, attention to the quality of the work environment
based on respect, fairness and high ethical standards, orientation towards hiring and
developing talented and competent employees, and building a flexible and intelligent
organization.

Firstly, the coherence and alignment of HRM practices with the organization
are evident in the context of work automation. Managers recognize the importance
of aligning automation efforts with the overall vision of the future work and the
organization. They ensure that automation initiatives are integrated seamlessly into
the existing work processes and structures, minimizing disruption and enhancing
efficiency. This coherence facilitates a smooth transition to automated work environ-
ments and fosters a sense of purpose and direction among employees.
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Secondly, HRM practices demonstrate a clear orientation towards fostering positive
employee behaviors and attitudes, particularly in terms of work engagement. Managers
understand that automation can lead to changes in job roles and responsibilities.
They actively involve employees in the design and implementation of automation
processes, seeking their input and valuing their expertise. This involvement empowers
employees and creates a sense of ownership, promoting higher levels of engagement
and commitment to the automated tasks. Additionally, managers provide support
to help employees adapt to the changing work environment.

The attention to the quality of the work environment is another significant aspect
of HRM practices in the context of work automation. Managers actively address
employees’ concerns and resistance to automation, striving to identify and mitigate
any negative impact on the work environment. They take measures to reduce potential
job insecurity by recognizing the fear and concerns of employees. Furthermore, HRM
practices emphasize principles of respect, fairness, and high ethical standards in the
implementation of automation, ensuring equitable distribution of benefits of work
automation among employees.

HRM practices in automated work environments also focus on hiring and devel-
oping talented and competent employees. Managers recognize that automation
does not render human labor obsolete but rather necessitates a shift in the nature
of work. They place emphasis on tasks that require creativity, critical thinking, and
problem-solving abilities. Through the active involvement of employees in the design
and implementation of work automation processes, they are afforded the opportunity
to acquire novel competences and actively contribute to shaping the characteristics of
their future workplace. This participatory approach empowers employees by granting
them a sense of ownership and control over the automation initiatives, fostering their
engagement and commitment towards the evolving work environment. Furthermore,
it enables individuals to enhance their skill set and knowledge base, thereby equip-
ping them with the capabilities required to effectively navigate and thrive within the
context of automated tasks. By engaging employees in the design phase, organizations
leverage their insights, perspectives, and expertise, leading to the development of
automation strategies that align with employees’ needs, preferences, and aspirations.
Consequently, this collaborative process not only facilitates a smoother transition
to automated work settings but also promotes a sense of shared responsibility and
mutual trust between employees and management.

Overall, the empirical observations support the claim that HRM practices play
a vital role in influencing employees’ attitudes and behavior in the context of work
automation. The findings support the claim that human resource management and
work automation have a complex and multidimensional relationship [Meijerink,
Bondarouk, 2021]. By aligning with the organization, fostering positive employee
behaviors, attending to the quality of the work environment, focusing on talent and
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competency, and promoting flexibility and intelligence, HRM practices create an envi-
ronment where employees can thrive and contribute meaningfully to the automated
tasks. This comprehensive approach contributes to a successful integration of work
automation and mitigates potential negative repercussions, ultimately facilitating
a positive and productive work environment.

Conclusion

The result of the research extends the knowledge of HRM practices under conditions
of work automation. It illustrates the complexity of the relationship between HRM
and work automation and indicates the validity of their exploration.

The original results of the research indicate various human resource management
practices under conditions of work automation. They show that work automation is
perceived as inevitable and useful, particularly in terms of repetitive activities, while
emphasizing the impossibility of fully replacing humans. An important role is played by
taking note of the reasons for workers’ negative attitudes towards work automation. It
can result from: fear of losing their jobs, reluctance to do work imposed by automation
and incorrectly implemented automation. Involving employees in work automation
increases its positive effects: incorporating them in the design process, sharing the
benefits of automation, reducing stress and showing employees the short- and long-
term positive consequences of automation for organizations and workplaces.

Limitations of the adopted methodology

While this research contributes to the existing literature, some limitations must
be emphasized. The main empirical contribution of this paper is to highlight human
resource management practices under conditions of work automation. In-depth
interviews were conducted in organizations concerned with the quality of management,
taking into account their application of sustainability development principles. The
specificity of disclosed practices may be limited to organizations that incorporate
economic, environmental, and social objectives in their activities. On the other hand, it
may set the direction in which other companies will follow and thus also be universal.

A certain limitation may be the purposeful selection of the research sample which
precludes the generalization of the obtained results.

The selection of participants for the in-depth interviews was constrained to
employers exclusively from Poland. These participants constituted a heterogeneous
assemblage of organizations, which rendered it unfeasible to ascertain distinct
practices that are emblematic of particular categories of organizations based on
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industry, region, size, or ownership structure. Additional investigation is warranted
to discern such patterns.

Certainly, this issue requires further research, especially on the universal charac-
teristics of human resource management under conditions of work automation. As
a further research step, quantitative studies should be considered. These would allow
the results obtained to be deepened and extended.
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IMPLICATIONS OF WORK AUTOMATION FOR HUMAN
RESOURCE MANAGEMENT

Abstract

Work automation affects workplace and employee engagement in a complex way. Concerns
about job stability or a reluctance to be supervised by an algorithm may cause employees’
resistance to work automation and make it difficult to implement. The literature review revealed
an important gap in empirical research on the specifics of human resource management (HRM)
practices in the context of work automation. Therefore, the aim of this paper is to analyze
the challenges and HRM practices under conditions of work automation. The research used
qualitative data from Polish organizations collected through semi-structured interviews,
conducted in 2022, with 10 managers responsible for applying HRM practices. To analyze
the collected research material, a theoretical coding system was developed using an open
coding approach. The research shows that the key challenges and practices of HRM under
work automation include four areas: redesigning work as a result of automation, identifying
the causes of employees’ negative reactions to work automation, engaging employees in work
automation and sharing the benefits of automation with employees.

KEYWORDS: WORK AUTOMATION, HUMAN RESOURCE MANAGEMENT, EMPLOYEE
ENGAGEMENT, REDESIGNING THE WORK, QUALITATIVE RESEARCH
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SKUTKI AUTOMATYZAC]I PRACY DLA ZARZADZANIA
KAPITALEM LUDZKIM

Streszczenie

Automatyzacja pracy wplywa kompleksowo na miejsce pracy i zaangazowanie pracowni-
kéw. Obawy o stabilnos¢ zatrudnienia czy nieche¢ do bycia nadzorowanym przez algorytm
moga by¢ powodem oporu pracownikéw wobec automatyzacji pracy i utrudnial jej prze-
prowadzenie. Przeglad literatury ujawnit istotng luke w badaniach empirycznych dotycza-
cych specyfiki praktyk zarzadzania kapitatem ludzkim (ZKL) w warunkach automatyzacji
pracy. Dlatego celem niniejszego opracowania jest analiza wyzwan i praktyk ZKL w warun-
kach automatyzacji pracy. W badaniach wykorzystano dane jakosciowe z polskich organiza-
cji, zebrane za pomoca wywiadéw polstrukturyzowanych, przeprowadzonych w 2022 roku,
z 10 menedzerami odpowiedzialnymi za stosowanie praktyk ZKL. W celu analizy zebranego
materialu badawczego opracowano system kodowania z wykorzystaniem otwartego podej-
$cia. W wyniku badan stwierdzono, ze kluczowe wyzwania i praktyki ZKL w warunkach
automatyzacji pracy obejmuja cztery obszary: przeprojektowanie pracy w wyniku automa-
tyzacji, identyfikacje przyczyn negatywnych reakcji pracownikéw na automatyzacje pracy,
angazowanie pracownikéw w automatyzacje pracy oraz dzielenie si¢ korzy$ciami z automa-
tyzacji z pracownikami.

SLOWA KLUCZOWE: AUTOMATYZACJA PRACY, ZARZADZANIE KAPITALEM
LUDZKIM, ZAANGAZOWANIE PRACOWNIKOW, PRZEPROJEKTOWANIE PRACY,
BADANIA JAKOSCIOWE
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