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Abstract

Theoretical background: This article will consider three research areas: central personnel controlling, hu-
man resources management (HRM), and public entities. For purposes of this article, the following definitions
of these terms have been adopted for consideration. Personnel controlling (PC) fulfills two main roles in the
company: the informational function consists of gathering, processing and preparing information necessary
for making decisions related to personnel, as well as steering function which consists of coordinating plans
and other personnel-related projects and exercising constant control over them. HRM — defined as strategic
and coherent approach to the management of the most valued assets of organization — the people, who
individually and collectively contribute to the achievement of organizations’ objectives. Public entities is
a natural person, legal entity, or organizational unit with certain rights and obligations under public law.

Public law entities are related to public administration and work for the public weal.
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Purpose of the article: The main aim of this article is to identify the role and importance of PC in the
context of HRM tools in public entities. Research questions are as follows: RQ1: What are the main func-
tions of PC in public institutions, and how do they affect HRM; RQ2: What are the biggest challenges of
implementing PC as an HRM tool in the public sector, and how can they be overcome; RQ3: How does PC
influence HRM decision-making in public institutions? Research hypothesis: The implementation of PC in
public entities lacks a systemic and holistic approach to the application of the concept.

Research methods: Systematic literature review and case study.

Main findings: Main findings include: 1. Conscious use of PC as an HRM tool. 2. The need to identify
optimal and universal indicators/performance measures of PC activities. 3. Undertaking PC activities from
a systemic/complex/comprehensive perspective. 4. Conscious noticing of cooperation of HR entities with
other stakeholders of public entities. 5. Focusing on the qualitative aspect of PC and not just the quantitative
aspect. 6. Noticing the role of PC as an early warning system of deviation from established activities. 7.
Noticing the importance of benchmarking the HR indicators against industry standards and best practices;
specific benchmarking and analysis of best practices.

Introduction

Personnel controlling (PC) is becoming one of the most essential human resource
management (HRM) tools for increasing the efficiency of HRM in organizations,
including public sector organizations (Stanczyk & Kuzniarska, 2020).

In public institutions, implementing PC could address unique challenges such
as bureaucratic complexity, limited resources and the need for the organization to
operate in strict regulatory compliance (Igwe et al., 2014; Waxin & Bateman, 2009;
Zamecénik & Zeman, 2007). PC also appears to play a key role in improving produc-
tivity, reducing costs and improving employee well-being through better performance
management and the use of feedback mechanisms (Siverbo, 2023).

By performing the essential functions of PC, which are systematic monitoring,
data analysis, and cost optimization, it is increasingly tangible that PC enables en-
tities, including public organizations, to align human resource (HR) practices with
organizational goals and improve overall performance and accountability.

This article attempts to analyze the importance of PC and how it can be imple-
mented as part of HRM in the public entities. Therefore, it seems that the purpose
of the considerations in the article is to identify the role and importance of PC in the
context of HRM tools in public institutions.

Within the framework of the research activities carried out and presented in
the article (analysis of the subject literature, inference analysis of the authors’ own
experience, analysis of case studies), it can be noted that a specific research gap
arises primarily from the lack of integration of operational and strategic approaches
to PC emphasizing the need for cooperation between different HR stakeholders. In
addition, it has been noted that in the area of PC implementation, there are numerous
bureaucratic constraints, resistance to change, and, above all, the omission of qual-
itative factors such as motivation, employee involvement, and pursuing employee
development in the measurement process. From the analysis of the subject literature,
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further research and literature gaps emerge; most of the analyses deal with disconnect-
ed descriptions, i.e. authors describe CP as a stand-alone phenomenon (Brunetto &
Beattie, 2020; Demo et al., 2024; Szejniuk, 2015), few only show it in the perspective
of HRM as a tool, only in quantitative terms, and there is a lack of qualitative treat-
ment, as mentioned earlier (Kaminska, 2016; Sodsova, 2011; Zamec¢nik & Zeman,
2007). Therefore, it seems that the research questions contributing to the purpose of
consideration should be formulated as follows:

RQ1: What are the main functions of PC in public institutions, and how do they
affect HRM?

RQ2: What are the biggest challenges of implementing PC as an HRM tool in
the public sector, and how can they be overcome?

RQ3: How does PC influence HRM decision-making in public institutions?

The biggest challenge/problem for PC is its fragmented application in organiza-
tions. Therefore, the authors propose following research hypothesis:

H1: The implementation of PC in public entities lacks a systemic and holistic
approach to the application of the concept.

The analysis of the literature and case study indicate a positive correlation be-
tween effective PC and the improvement of organizational performance in the public
sector. By optimizing PC implementation activities as an HRM tool and increasing
employee engagement, PC contributes to better service delivery and improved per-
formance of public organizations.

The article also points out the need for continued empirical research to study
the innovation of HR controlling activities and their impact on the performance of
public sector institutions. In conclusion, this article seems to provide some essential
insights into the role of PC controlling as an HRM tool in public institutions, high-
lighting its potential to improve organizational performance while addressing the
unique challenges that public entities face.

Literature review

Defining the phenomena of PC and HRM is quite complicated because no single
correct/binding definition is used by all those interested in describing these phenom-
ena (Egbuta & Omojola, 2021; Haque et al., 2023; Kuzniarska, 2018; Zamecénik &
Zeman, 2007). Therefore, the authors of the article decided that it is appropriate to
present some of the most popular definitions of HRM and PC for content credibility.
The following is a summary (Table 1 and 2) of the definitions of HRM and PC.
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Table 1. Selected definitions of HRM

No. Authors

Definitions of HRM

1984)

(Beer et al.,

All management decisions that affect the relationship between organizations and
employees — its humans.

2 [(Guest, 1987)

Defined in terms of four key goals: high commitment, high quality, flexibility and
strategic integration.

3 (Bratton & Human Resource Management is a body of knowledge and a set of practices that
Gold, 1996) define the nature of work and regulate the employment relationship.
Defined as strategic and coherent approach to the management of the most valued
(Armstrong, L2 S . .
4 2006) asse?ts of orgamzatlon.— the peopI.e, v&{ho individually and collectively contribute to the
achievement of organizations’ objectives.
Source: Authors” own study based on (Aikaterini, 2014).
Table 2. Selected definitions of PC
No. | Authors Definitions of PC
Personnel controlling is used to make the best possible use of employees and to shape them
in a way to obtain the maximum benefit for the enterprise. One can distinguish its informa-
| (Sekuta, tional role consisting of the collection and processing of personnel information, as well as
1999) its steering role related to the coordination. It involves, among other things, the collection
and compilation of personnel information, supervision, coordination, and control. This
system serves to realize objectives in individual areas.
(Sukalova Personnel controlling to provide feedback and Flt the same time serves to evaluate the
2 letal current state qf human resources management in the company. With the hF:lp of human
5 022’) resources audit we get a broader control of the results, as well as the efficiency and effec-
tiveness of personnel management.
(Staticzyk Personnel' controlling is .f0c1.1sed on the efficiency of managing resources (human re-
3 | & Stuss sourc§s), it feaFurgs motivating functions and createg t.re?n.sparent mles a'nd. procedures er
2018) ’ plannmg,.mo.mtormg, cont'rol, anq refers Fo the possibilities of using existing problems in
the organization or protection against their adverse effects.
Personnel controlling fulfills two main roles in the company: the informational function
4 (Zajac, consists of gathering, processing and preparing information necessary for making decisions
2018) related to personnel, as well as steering function which consists of coordinating plans and
other personnel-related projects and exercising constant control over them.
5 (Thom, Personnel controlling supports the planning and control of all human resource management
2001) activities or the corresponding agents and organizes the information supply.
6 (Lipych et |Personnel controlling provides modeling of the main parameters depending on the strategic
al., 2021) |goals and objectives of the organization as a whole and the personnel management system.

Source: Authors’ own study based on literature references included in the table.

A review of selected HRM and PC definitions and literatures has provided in-
sights into the importance and functionality of HR controlling within HRM. In
addition, the analysis of selected definitions of PC has made it possible to identify
key areas of interest for experts in this field, which are shaped within the selected
areas shown in Table 3.
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Table 3. Key areas of analysis for the PC

No Key area Characteristics
Personnel controlling is a systematic approach to monitoring and managing organ-
Definition and |izational human resources. It involves using metrics and indicators to evaluate the
| importance effectiveness of HR practices and ensure compliance with organizational goals. It is
of personnel emphasized that the effective HR controlling is critical to optimize employee perfor-
controlling mance and support strategic HRM decision-making (Stanczyk & Kuzniarska, 2020;
Zamecnik & Zeman, 2007).
Operational The literature also distinguishes between operational and strategic controlling around
5 versus strategic | the PC. This two-dimensional view of PC allows organizations to respond quickly to
personnel current HR challenges while planning long-term for future HR needs (Stanczyk &
controlling Kuzniarska, 2020; Zame¢nik & Zeman, 2007).
HR managers play a vital role in the implementation of HR controlling systems. The
Role of HR . : Lo . .
literature emphasizes the role of collaboration in HR controlling, where various HR
3 managers and . Lo . . .
actors actors, including line managers and HR professionals, should contribute to effective
HR monitoring and management (World Education, n.d.).
Analyses of the literature and PC definitions indicate that HR controlling should use
o quantitative and qualitative metrics. The literature analysis shows that quantitative
Quantitative S o . . C .
o indicators are primarily applicable in public institutions, especially management
4 and qualitative . . L . .
measures accounting. However, it should be highlighted that using a comprehensive approach
will likely allow organizations to get a holistic view of their HR practices and identify
areas for improvement (Fleming, 2023; Zamec¢nik & Zeman, 2007).
HR controlling often involves benchmarking against standards based on the practices
Benchmark- L . o
5 ing and best and activities of market leaders. The literature suggests that organizations should
ractices benchmark their HR metrics against those of peers to identify best practices and im-
p prove their HR strategies (Brown, 2004; Brunetto & Beattie, 2020; Zamec¢nik, 2007).
The definitional content analysis, supplemented by literature analysis, also highlights
challenges faced by implementers of HR controlling activities, such as the difficulty of
Challenges measuring “soft” factors such as employee motivation and the need to transform HR
6 and future departments into strategic partners in organizations. Therefore, future considerations
directions must begin with analysis of areas related to the innovation of HR controlling practices
and their impact on organizational performance (Striker & Grzesiak, 2022; Szarkova,
2020; Zamecnik, 2007).

Source: Authors’ own study based on literature references included in the table.

The comparative analysis conducted above, as well as what is confirmed by the
definitional analysis, reveals that the authors of the publications comprehensively
describe and understand the essence of personnel controlling as a necessary com-
ponent of effective HRM. It should be noted that many publications emphasize the
importance of integrating operational and strategic approaches, using a variety of
indicators, and fostering cooperation between HR entities to improve the performance
of the broader organization. The formulated conclusions from the literature analysis
highlight the need for continuous adaptation and improvement of HR controlling
practices to meet the changing demands of employees, employers, and the closest
environment.

In this regard, it seems essential that the theoretical background for the present
discussion can be illustrated through the perspective of several fundamental theories
that describe HRM. These theories undoubtedly provide a basis for understanding
how HR controlling functions within HRM and what its implications are.
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The first of the theories that seem appropriate to illuminate the considerations
undertaken in this article is the following.

1. Contingency theory

This theory assumes that HRM practices should be tailored to the unique char-
acteristics and peculiarities of an organization’s operations. This theory emphasizes
the need for flexibility and adaptability in HRM strategies, suggesting that person-
nel control must be tailored to the specific goals and peculiarities of organizational
functioning to be considered adequate (Egbuta & Omojola, 2021).

2. Resource-based theory (RBV)

It emphasizes that an organization’s human resources are a critical source of
competitive advantage. It highlights the importance of harnessing the skills and
abilities of employees through PC to increase the productivity and sustainability of
the organization (Cho et al., 2023; Egbuta & Omojola, 2021; Fleming, 2023).

3. Human capital theory

Human capital theory suggests that investments in employee development — such
as training and education — increase productivity. Personnel control can be seen
as a mechanism to secure the effectiveness of these activities, and thus ensure the
achievement of organizational goals and provide a competitive advantage, not only
in the business area but also in the employer branding field (Stanczyk & Stuss, 2018).

4. Social exchange theory

It focuses on the interaction between employers and employees. It assumes that
HRM activities, including HR controlling, should foster a positive exchange that
increases employee motivation and commitment. This theory supports the idea that
effective PC creates an optimal and supportive organizational culture (Negi, 2015).

5. Institutional theory

Emphasizes the importance of an organization’s internal environment in shaping
HRM efforts. HR controlling should consider the regulatory, normative, and cultural
contexts that influence HRM policies and practices, ensuring they are appropriate
and effective in a specific organizational environment (Szejniuk, 2015).

6. Stakeholder theory

It assumes that organizations must consider the interests of all stakeholders,
including employees, customers, and shareholders. This theory supports the view
that HR control should be aligned with broader organizational goals while addressing
stakeholder needs and promoting ethical and responsible HRM practices (Bamber
etal., 2017; Egbuta & Omojola, 2021; Tinjald & Buglea, 2015).

The theoretical considerations presented above aim to enhance the understanding
of HR controlling as an HRM tool across various dimensions. They emphasize the
importance of adapting HRM practices to the characteristics of organizational func-
tioning, leveraging human capital, fostering positive employer-employee relations,
and considering stakeholder interests.

Considering the theoretical underpinnings of these theories is significant for
answering the questions: the extent to which CP can perform essential functions in
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public entities, and the biggest challenges of implementing PC as an HRM tool in

the public sector, as well as how these challenges can be overcome.

The theoretical underpinnings can result in the creation of factors for the devel-
opment of effective HR controlling strategies that increase efficiency and allow them
to operate accordingly with the organization’s sustainable development principles.

The literature review includes various studies and theoretical frameworks high-

lighting the importance and functionality of PC within HRM.

Research methods

This article is based on a systematic review of the literature supplemented by
a case study analysis. The authors analyzed articles utilizing primarily academic
databases such as Scopus and Web of Science (WoS), which are widely recognized
as leading repositories of peer-reviewed literature (Baas et al., 2020; Baier-Fuentes
et al., 2019; Mazur & Orlowska, 2018; Piwowar-Sulej & Igbal, 2023). To ensure
a comprehensive review, the authors also utilized Google Scholar to capture relevant

publications that might not be indexed in the primary databases.

The study was conducted between October 2023 and August 2024. No specific
publication date restrictions were applied to ensure the analysis captured the full
historical evolution of the personnel controlling concept. Artificial intelligence (Al)
tools were utilized solely for supportive purposes, specifically for linguistic cor-
rection and generating initial keyword suggestions; they were not used for content

generation or data synthesis.

The search strategy involved specific keyword combinations tailored to the
technical capabilities of each database. While Scopus and WoS allow for complex
Boolean logic, Google Scholar required simplified search strings. The specific queries

used are detailed in Table 4.

Table 4. Search strategies by database

Database Search query / Keywords used

monitoring”)

“final”))

(TITLE-ABS-KEY (personnel AND controlling OR “personnel audit” OR “human resources
Scopus AND TITLE-ABS-KEY (“public entities” OR “public sector”)) AND (LIMIT-TO (PUBSTAGE,

AND (LIMIT-TO (SUBJAREA, “BUSI”)) AND (LIMIT-TO (LANGUAGE, “English”))

(“human resources monitoring” OR “personnel audit”) AND (“public entities” OR “public

Web of .
Science sector”)
(Categories: Business, Management)
Google |, - - - . .
Scholar Personnel controlling as a tool of HRM”; “Personnel controlling public sector

Source: Authors’ own study.
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Following the PRISMA (Preferred Reporting Items for Systematic Reviews
and Meta-Analyses) guidelines, the initial search yielded 55 results in Scopus, 12
in WoS, and 980 in Google Scholar. After screening for duplicates, removing in-
complete publications:, and filtering by title and abs:tract relevance, a final set of
40 publications was selected for in-depth qualitative content analysis. The selection
process flow is illustrated in Figure 1.

Number of identified records:

Scopus, WoS, Google Scholar Records excluded before the research:

———» | Number or records removed for other
reasons (n = 298)

Number of checked Number of excluded publications:
publications: (n = 799) (n=0)

— Number of publications found by
Number of searched abstracts search: (n = 759)
publications: (n = 799)

l

Number of publications
classified in terms of
eligibility: (n = 40)

i

> Number of excluded publications after analyzing
the abstracts content: (n = 40)

Number of publications Number of articles excluded after content analysis:
classified to further analysis: [———— incomplete publications (7 = 5)
(n=40) publications with no added value (7 = 5)

l

Number of publications
included for review: (n = 30)

Figure 1. PRISMA diagram

Source: Authors’ own study based on PRISMA Flow Diagram (http://www.prisma-statement.org/PRISM A Statement/
FlowDiagram).
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To complement the systematic literature review, the authors employed the case
study method. This approach allows for an in-depth examination of the phenomenon
in its natural context (Eriksson et al., 2012) and serves to verify theoretical findings
against practical reality. The subject of the study is a public higher education insti-
tution employing approx. 2,000 staff members. This entity was selected as a repre-
sentative example of a complex public organization where human capital constitutes
the key strategic asset. The analysis focused on internal documents, controlling
procedures, and the practical integration of personnel controlling tools within the
university’s management structure.

Results

The analysis of the literature, supported by empirical findings, highlights a dis-
tinct dichotomy in the application of PC within public entities.

The gap between theory and practice

Literature clearly indicates that public organizations are increasingly turning to
PC to improve operational efficiency and align HR activities with strategic goals
(Fahim, 2018; Zajac, 2018; Zame¢nik & Zeman, 2007). This signals a broader shift
towards the professionalisation of HRM in public administration. However, a sig-
nificant gap exists between theory and execution. While scholars emphasise the
necessity of a systemic approach (Kaminska, 2016; Stanczyk & Kuzniarska, 2020),
empirical evidence suggests that implementation is rarely holistic. In practice, PC is
often reduced to fragmented activities — primarily salary auditing or basic compliance
checks — rather than functioning as an integrated management system (Boikivska et
al., 2022; Kupec et al., 2020).

The role of collaboration and integration

Success in this area appears heavily dependent on cooperation. The literature ar-
gues that effective controlling requires synergy between HR professionals, line man-
agers, and senior administration. Where such collaboration exists, PC successfully
supports both operational and strategic objectives (Bamber et al., 2017; Leroy et al.,
2018). Conversely, the absence of coordination leads to the isolation or duplication
of functions, resulting in chaotic management structures (Striker & Grzesiak, 2022).
Moreover, truly effective systems must bridge the gap between hard operational
metrics (e.g. absenteeism, payroll costs) and soft strategic dimensions, such as long-
term human capital development (Angelus et al., 2023; Stanczyk & Stuss, 2018).
Summary effective PC requires active cooperation between HR professionals, line
managers, and senior administration. Wzigtek-Stasko (2016) highlights that managers
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play a pivotal role in motivating employees, and without their engagement in the
controlling process, strategic goals cannot be met.

Functions and decision-making (Q1 & Q3)

In terms of specific functions, the literature review confirms that PC acts primarily
as an early warning mechanism, allowing for the detection of irregularities before
they escalate into critical management failures (Bernais & Ingram, 2005; Striker &
Grzesiak, 2022). Beyond oversight, it structures team management by clearly de-
fining responsibilities across organizational levels (Lipych et al., 2021). Crucially,
PC shifts decision-making from intuition to evidence-based practice by providing
an objective data foundation (Zamecnik, 2007). Strategically, it aligns individual
performance with the organisation’s mission (Szejniuk, 2015) and optimizes costs
by identifying inefficiencies, thereby supporting data-driven talent acquisition and
retention strategies.

Barriers to implementation (Q2)

Despite these clear benefits, converting theory into practice presents substantial
hurdles. The analysis identified three primary barriers. First, bureaucratic inertia and
rigid hierarchies in the public sector create significant resistance to new management
systems (Szejniuk, 2015; Zubek, 2020). Second, there is a notable skills gap; many
entities lack professionals capable of navigating both the specific regulatory envi-
ronment and modern controlling principles. This deficit is compounded by limited
budgets for training and technology (Brown, 2004; Lipych et al., 2021). Finally,
political instability and frequent leadership changes often disrupt the continuity
essential for long-term HR strategies. Overcoming these challenges requires not
only training but also a firm commitment from top management to foster a culture
of innovation alongside compliance.

Case study: Empirical verification

The case study of the HEI provides practical validation of these theoretical
concerns. Although a formal “Controlling Department” exists within the university
structure, its primary role is restricted to drafting administrative procedures. Real
HRM is scattered across nearly 22 disparate units, including the Personnel Affairs
Centre, HR Department, Employer Branding sections, and various project centers.

This severe fragmentation leads to a lack of cohesion. Different units operate on
incompatible IT systems (e.g. separate systems for leaves, business trips, and employ-
ee evaluation), making it impossible to obtain a coherent view of the organization’s
human capital. As noted by Karasek (2019) and Sienkiewicz (2021), the integration
of IT tools is fundamental for effective HRM, yet this study reveals significant
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gaps in this area. The study confirms that in this context, “personnel controlling” is
limited to mandatory administrative reporting (payroll and absenteeism) rather than
serving as a strategic tool. This disconnect directly supports the research hypothesis:
the implementation of PC in public entities frequently lacks the necessary systemic

integration.

Conclusions

The conducted research, synthesising a systematic literature review with em-
pirical verification, allows for a positive verification of the research hypothesis: the
implementation of PC in public entities lacks a systemic and holistic approach.

The trap of administrative compliance

The study reveals a fundamental paradox in the public sector’s approach to human
capital. While public entities are increasingly adopting PC tools, they primarily utilize
them for retrospective administrative compliance rather than proactive management.
As demonstrated by the case study, “controlling” is often reduced to the monitor-
ing of complex financial data, such as payroll costs, absenteeism, and regulatory
adherence. While this ensures budgetary discipline, it fails to leverage the strategic
potential of PC. The organization possesses the data but lacks the integration required
to transform that data into actionable management knowledge. Consequently, the
function of PC as an “early warning system” (Q1) is severely limited; it detects
financial irregularities but fails to identify critical trends in employee engagement,

competence gaps, or retention risks.

Organisational silos and disintegrated data

A critical finding of this study is that the fragmentation of organizational struc-
tures acts as the primary barrier to effective controlling. The empirical analysis of
the HEI highlighted the existence of isolated “islands” of activity — over 20 dispa-
rate units managing different aspects of the employee life cycle without a unified
strategy. The lack of interoperability between IT systems for distinct HR functions
(e.g. development, evaluation, leave management) makes it impossible to generate
a holistic view of the organisation’s human capital. This structural disintegration
forces managers to rely on intuition rather than evidence-based decision-making
(Q3), leading to inefficiencies such as external recruitment for skills that already

exist within the organisation.
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The need for qualitative integration

The research underscores that for PC to be genuinely effective in the public
sector, it must evolve beyond quantitative metrics. The current focus on “hard” data
neglects the qualitative dimensions of HRM — motivation, organizational culture,
and employee well-being. A comprehensive PC system must bridge the gap between
operational efficiency (cost control) and strategic development (talent management).
Without integrating these “soft” factors into the controlling framework, public en-
tities risk creating rigid, dehumanized systems that encounter significant resistance

from employees.

Barriers and recommendations

Overcoming the identified implementation challenges (Q2) — specifically resis-
tance to change, lack of specialized expertise, and bureaucratic inertia — requires
a cultural shift driven by top management. The study suggests that training programs
focusing solely on technical controlling skills are insufficient. Instead, public entities
need comprehensive change management strategies that position PC not as a tool of

surveillance, but as a support mechanism for line managers.

Limitations and future research

The authors acknowledge limitations that should guide future research. First, the
systematic literature review was bounded by specific linguistic (English and Polish)
and database criteria (Scopus, WoS, Google Scholar), which may have excluded
relevant administrative models from other regions. Second, the empirical component
relied on a single, in-depth case study of a HEI. While this provided deep insight
into the mechanisms of fragmentation, the specific structural challenges may differ
in other types of public entities, such as healthcare or local government administra-
tion. Future studies should verify these findings across a broader spectrum of public
institutions and investigate the psychological impact of controlling systems on the

performance of public sector employees.
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