B. GAJDZIK, W. OCIECZEK

ISSN 0543-5846
METABK 54(4) 729-732 (2015)
UDC - UDK 669.18:338.93:313.1:65.011:438=111

SOFT RESTRUCTURING PROCESS
IN METALLURGICAL ENTERPRISES IN POLAND

Received - Prispjelo: 2014-11-14
Accepted - Prihvaceno: 2015-03-20
Review Paper - Pregledni rad

This article presents the range and outcomes of soft restructuring in metallurgical enterprises in Poland. The term
‘soft restructuring’applies to changes in metallurgical enterprises’ employment policy during the period of political
transformation in Poland. Steelworks performance under the market economy conditions demanded introducing
changes in staff resources. Changes referred both to the staff structure as well as employees’ skills and gradual en-
gaging of the staff in building the steelworks’ competitive advantage.
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INTRODUCTION

For the past two decades the steelworks in Poland, as
well as in other post-communist countries, have under-
gone a deep process of restructuring changes. Commenc-
ing with hard restructuring, which has been implemented
in relation to strategy, enterprise structure and production
technology, to soft restructuring whose entity of change
have been employees. The said division has been intro-
duced for research and analytical purposes and it has not
been mentioned in classical enterprises’ restructuring ty-
pology which states as follows: repair (rescue for enter-
prises with bad financial position during the period of
transformation changes) and developmental (while an
enterprise is functioning on a market and building the
value of a company) [1]. Based on the division into hard
and soft restructuring, the area of restructuring and the
business success factor have been established as the clas-
sification criteria. McKinsey has worked out a success
factor formula expressed as: 7 “S”: strategy, structure,
system, skills, staff, style, shared values [2]. A strategy,
system and structure belong to a group of the so-called
hard factors. Whereas, soft success factors include style,
staff, skills and shared values. Investigating steelworks
restructuring process, the list of factors enabling conver-
sion from repair restructuring realized in the 1990’s to
flexibility and adaptability to dynamics of the market
conditions has been formulated. The factors are: privati-
zation of enterprises, changed organizational structures
(customer orientation), production technology meeting
worldwide standards, metallurgical products with high
processing level, financial liquidity (sufficient financial
resources), good enterprise management, employees’
qualifications and their engagement in achieving com-
pany success [3]. The mentioned factors have been put in
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order according to the sequence of introduction of chang-
es in the steelworks under restructuring. Pursuant to these
factors, the division into hard and soft restructuring has
been made. The first includes fundamental and radical
changes in steelworks core business, the second applies
to employees, starting with the number of employees re-
duction to personnel profile change and acquisition of
new skills. Metallurgical enterprises personal function
during the period of restructuring has been diametrically
changed. The transformation from employment policy,
which was implemented in planned economy (an em-
ployment order) and resulted in excessive employment in
the metallurgical industry, to engaging employees in
company management, which policy can be described as
building personnel involvement in achievement of the
market success of steelworks in the face of globalization
has been gone.

EMPLOYMENT REDUCTION
IN METALLURGY IN POLAND

In the nineteen nineties 3,6 % of all industry workers
were employed in the metallurgy industry. 147 thou-
sand of workers were employed in steelworks in 1990
with annual production of 13,6 mil tons of steel. Gener-
ally, 38 661 people were employed as nonproduction
workers which accounted for 26,3 % of all employees.
125 tons of steel were produced per 1 worker. The ob-
tained rate was 3 or more times lower than productivity
levels in foreign steelworks. The biggest steelworks
employed about 30 thousand workers (in the 80’s 32
468 people worked in the Steelwork in Cracow and in
Steelwork Czestochowa — 31 271) [4]. The reduction in
the number of employees in steelworks has been per-
formed gradually in a long term, achieving the employ-
ment at the level of slightly more than 20 thousand of
workers in 2013 — Figure 1.
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Figure 1 Employment in the Polish steel industry in 1990-
2013 [4-6]

Almost half of the overall number of employees
work in the metallurgical enterprise ArcelorMittal Po-
land (12 283 in 2013) [7]. Reducing the number of em-
ployees in metallurgy industry, the production rates
have been achieved (360 tons of steel per 1 employee)
— Figure 2.

CHANGES IN THE STEELWORKS’
PERSONNEL STRUCTURE

Upon the employment reduction in the metallurgy
industry in Poland in the nineteen nineties, employment
of new workers was blocked and in consequence chang-
es in the age structure were made. The peak population
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Figure 2 Production of steel in tonnes per one employee in
the Polish steel industry in 1990-2013 [4,5]
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Figure 3 Changes in the age structure of staff in Polish steel
works plants [4]

group in the 1980°s was the age group from 31 to 50
years old (it accounted for 65 % of the crew), after a
decade of changes the most numerous age group be-
came the workers between 51 and 60 years old. This age
group claims to be almost 50 % of the crew in some
metallurgical enterprises e.g. ArcelorMittal Po-
land [4,8]. The employees at the age of 50+ are metal-
lurgy experts (appreciated professionals). Nowadays,
these experts become coaches for workers with short
work record. Changes in the age structure have been
presented in Figure 3.

Out of the overall number of employees in the nine-
teen nineties, about 70 % underwent vocational train-
ing, more than 27 % graduated from a secondary school
(high school) and only less than 3 % had a university
degree. Staff restructuring resulted in an increase in the
number of workers with secondary and higher educa-
tion. People with higher and secondary education con-
stitute even 50 % and more of the crew [4]. Changes in
the education structure have been presented in Figure 4.
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B Secondary technical schools and
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Figure 4 Changes in the education level of metallurgical staff
in Poland [4]
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Higher requirements related to organization of work
and company management on a free- market economy
basis resulted in an increase in the number of adminis-
trative positions and service of production process. The
administrative personnel accounts for about 10 % of all
employees, including 5 % of top level executives. The
development of management has resulted from modern
management methods and capital consolidation imple-
mentation in national metallurgy. Steelworks’ market
needs (purchaser) orientation has resulted in (with time)
employment of workers with new competences eg. to
operate modern devices, to use computer equipment, to
be able to work in new organizational units eg. market-
ing department, commercial departments, quality con-
trol departments, R+D units (research and develop-
ment) as well as ability to perform at independent posts
eg. a quality assurance systems plenipotentiary, special-
ists in industrial safety.

CHANGES IN THE LEVELS OF EMPLOYEE
COMPETENCIES

For years the staff competences were identified with
an official right of a particular person to make decisions
and to make a statement on something [9]. Currently, a
broad understanding of competences has been met, in-
cluding: knowledge, qualifications, professional experi-
ence and practical skills, intrinsic motivation, talents
and predispositions, health and physical condition as
well as other psycho-motor features important for work
[10-12]. Nowadays, apart from typical professional
competences, the value of social competencies, which
are reflected in the interpersonal and psychological con-
tacts referring to intrapsychic (internal) human func-
tioning eg. degree of self-awareness, the sense of con-
trol or self-esteem, is becoming more and more under-
lined [10]. In order to establish the weight of particular
elements of competences, a research has been carried
out in enterprises (on a group of 19 employees of a pro-
duction enterprise belonging to the metallurgical indus-
try from the region of Silesian Voivodeship). The distri-
bution presented in Tablel has been obtained while de-
termining the competences on managerial positions.
Respondents were asked to assign a weight position to
particular categories of competences where 1 — the
competence is the most important at the work post, 11
— the least important.

According to the research, the most desired compe-
tences, as far as managerial positions are concerned, are
involvement, strategic thinking, management of diffi-
cult and stressful situations as well as creativity. In re-
gards to non-managerial positions, the most desired
competences are: ability to work in a team, involve-
ment, communicativeness, management of difficult and
stressful situations as well as conscientiousness and ac-
curacy (Table 1). It is very difficult to find a case where
one person acquires all social competences, but deter-
mination of the most desired ones for a particular work
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Table 1 Social competences at managerial and non
managerial posts [13]

Social competences at managerial posts
Involvement

Strategic thinking

Comprehensibility

Creativity

Resolving conflicts

Conscientiousness and accuracy 10

|~ [IN]|—

Motivating to work

Teamwork

Stress management

vlw|lo (N

Assertiveness

Social competences at non-managerial posts
Teamwork

Involvement

Communicativeness

HMlw( N |[—

Management of difficult and stressful situations

post is important. Obtained research results ought to be
treated as preliminary information on the production
sector employees’ perception of social competences,
nevertheless the results present which competences are
desired at the managerial posts and which at other. Fur-
ther research in this area may certainly provide more
results on this subject.

EMPLOYEES' ENGAGEMENT IN STEELWORKS

Building engagement of employees in metallurgical
enterprises requires influence on employees, their atti-
tudes, values and behavior. In an attempt to increase the
professional activity of employees, the basis for a new
culture in an organization should be established and this
means a new set of standards and values which promote
high engagement of employees for example dialogue,
bonds between people, human dignity, rules of social
interactions, tolerance and honesty [14]. In March 2008
the first testes of the level of employee engagement
were conducted in ArcelorMittal Poland. Next research
was conducted in 2011. In 2013 another research on the
employees’ level of engagement was conducted. On the
grounds of the performed research (the research con-
ducted by Hewitt Associates) it was stated that during
the analyzed period there was an apparent growth of an
engagement level achieved A share of employees in-
volved in the functioning of the enterprise changed
from the level of 45 % up to almost 60 % in the selected
task areas. The company belongs to the leading enter-
prises described as “the best employers”.

A NEW STEEL WORKER PROFILE

Employment restructuring in the metallurgy indus-
try has formed a new professional profile of a steel
worker. The former “job for the entire life” (a multigen-
erational tradition of work in steel plants) has become
of less importance due to staff turnover, taking into con-
sideration the present and future steel plant’ needs. Job
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rotation, job enlargement, job enrichment etc. are ap-
plied to employees [15]. Applied methods provide em-
ployees with a greater opportunity of vocational devel-
opment [16], more significant impact on decisions re-
garding work methods, give the sense of responsibility
for performed assignments, increase the contribution of
employees to the performance of the final product and
company’s success [17]. The occupation of a steel
worker was assigned to men due to hard working condi-
tions (high temperature, noise, shiftwork etc.). Nowa-
days women constitute about 15 % of the staff and they
most often work in administrative and supporting de-
partments. Employees are the intellectual potential of
an enterprise. There are increasingly high requirements
set for the workers in relation to professional qualifica-
tions. One of the most important manners to maintain a
competitive position of the steelworks is to develop em-
ployees’ competences. The better personnel is prepared
for organization assignments, the better the product and
the more competitive market offer is proposed. Steel-
works” management staff requires employees’ involve-
ment in the functioning of the enterprise and responsi-
bility for the work results.

CONCLUSIONS

The soft restructuring accompanying the restructur-
ing process in the metallurgy industry has changed the
employment structure in steelworks and the steelwork-
er’s profile. For the past two decades the number of em-
ployees in the metallurgy industry has decreased (more
than 120 thousand of people), number of workers with
higher education has increased (by more than 12 %), the
number of workers employed on white collar posts has
also increased (changes in technology). Apart from pro-
fessional competences, the employees are expected to
be team workers, characterized by engagement, com-
municativeness, ability to work under pressure and deal
with difficult situations as well as showing conscien-
tiousness and accuracy at work.

732

I B. GAJDZIK et al.: SOFT RESTRUCTURING PROCESS IN METALLURGICAL ENTERPRISES IN POLAND I

REFERENCES

[1] Bitkowska A.: Procesy restrukturyzacji warunkiem po-
prawy konkurencyjnosci przedsiebiorstw, Difin, Warsza-
wa, 2010.

[2] Strategor: Stratégie, structure, décison, identité. Politeque
générale d’entreprise, Interéditions, Paris 1991.

[3] Gajdzik B.: Restructuring of steelworks in direct research,
Metalurgija 52 (2013) 3, 417-420.

[4] On the base of Statistic Yearbook: Aktywnos¢ gospodaro-
wania w przemysle w latach 1985-1990, GUS, Warszawa
1990.

[51 Reports: Polish steel industry, Polish Steel Association,
Katowice, 2009-2013.

[6] Paduch J., Kardas M., Kios I., Sankowska-Sliwa M.: Re-
strukturyzacja zatrudnienia w polskim przemysle sta-
lowym w latach 1999-2006, Hutnik-Wiadomosci Hutnicze
74 (2007) 11, 570-574.

[71 Corporate responsibility, Report 2013, ArcelorMittal Po-
land, Dabrowa Gornicza, 2013, 20.

[8] Lenczewska K., Mentalnos¢ a wypadki, Jedynka, Arcelor-
Mittal Poland, 7/8 (2012), 5.

[9] Sicinski M.: Kwalifikacje czy kompetencje? Edukacja i
Dialog (2003) 9, 10-15.

[10] Oleksyn T.: Zarzadzanie kompetencjami Teoria i praktyka.
Oficyna Ekonomiczna, Krakéw 2006.

[11] Konarski S.: Kompetencje spoteczno-psychologiczne eko-
nomistow i menedzeréw, SGH, Warsaw 2006.

[12] Amabile T.: How to Kill Creativity, Harvard Business Re-
view (1998).

[13] Ocieczek W: Kompetencje spoteczne u pracownikow
przedsiehiorstwa produkcyjnego, TNOIK, Katowice
(2012), 177-185.

[14] Gajdzik B., Diagnosis of employee engagement in metal-
lurgical enterprise, Metalurgija 53 (2013) 1, 139-142.

[15] Armstrong M, Zarzadzanie zasobami ludzkimi, Oficyna a
Wolters Kluwer Business, Krakdw 2007.

[16] Sullivan E.S.: The changing nature of careers: a review
and research agenda, Journal of Management, May/June
(1998).

[17] Weihrich H., Koontz H.: Management. A Global Perspec-
tive, McGraw-Hill, New York 1993, 480.

Note: The responsible translator for English language is Anna Wocka,
Katowice, Poland.

METALURGIJA 54 (2015) 3, 729-732



