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ABSTRACT

In the context of digital economy business is increasingly choosing the ecosystem model of development, which leads to
scientific interest in the formation of new approaches to human resource management (HRM). The role of human capital
within business ecosystems is growing; both internal and external participants create its value to the organization. Many
stakeholders get involved in working out HRM solutions, including managers, employees, HR specialists, ecosystem
partners, suppliers and HR services providers. With a view of co-creating value and enhancing business competitiveness
in the market, there comes a need for the formation of HRM ecosystems integrating necessary resources. The aim of the
research is to determine the characteristic features and structural model of HRM ecosystems in the context of business
digitalization. Currently, HRM ecosystems are at an early stage of formation and represent technocratic models in the form
of a «marketplace» of multiple HR tools, which constitutes the risk of their overloading and turning into a “patchwork” of
digital technologies. The emerging transition towards human-centric HRM ecosystems shifts the focus from technologies
to strategic business goals and people’s well-being in the working place. The scientific result of the research is the
identification of technocratic and human-centric HRM ecosystems distinctive features as well as the suggestion of a
structural model-in transit, comprising humanitarian and technological components. Within the research, there were
used general scientific methods of comparison, analysis, generalization, as well as scientific interpretation of the authors’
theoretical and practical experience. The research outcomes may be of interest to scientific and business communities
in terms of developing the methodology of the ecosystem approach to HRM in the context of business digitalization.
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INTRODUCTION

Ecosystems as a model of business development
have become widely spread in the last decade,
which has sparked natural and growing inter-
est among researchers. The focus of analysis
is on the essence of business ecosystems, their
typology, advantages, risks, and development
prospects [1-5].

As is well known, the concept of a “business
ecosystem” was introduced at the end of the last
century by American scholar J.F. Moore, who
noted the analogy of coevolution (the process
of mutual evolution of interdependent species)
in nature and in the competitive business envi-
ronment. Analyzing the latter, Moore proposed
considering a company and its development
prospects not within the framework of industry
affiliation but as part of an ecosystem that in-
cludes multiple industries. The shift from indus-
try competition to ecosystem cooperation creates
new synergistic opportunities for businesses [6].

Large-scale geopolitical, socio-economic,
and technological processes in the subsequent
period have shaped and continue to create the
prerequisites for the development of ecosystem
models as an evolutionary stage for economic
entities, based on the idea of creating unique
value propositions for customer groups. This
approach allows for the formation of a power-
ful competitive advantage with the potential to
capture target markets [1]. According to a fore-
cast by McKinsey, by 2025, business ecosystems
will generate up to 30% of corporate revenue,
potentially totaling $ 60 trillion [7].

One of the key drivers behind the spread and
diversification of ecosystem models is the digi-
talization of business and society. The explosive
growth of technology, the emergence of online
sales channels, and digital platforms have ena-
bled businesses to offer customers an unlimited
range of products, as well as make the user the
center of the business model (client-centered
approach). Modern ecosystems are built on the
principle of “total customer coverage”, aiming

to meet both current and potential needs (Cli-
ent-3601). As a result, each user becomes a sepa-
rate market segment for the ecosystem, receiv-
ing “seamless access” to a wide range of services
within the ecosystem, including financial, life-
style, transportation, education, healthcare, and
others. Ecosystem participants, in turn, multiply
and monetize their customer bases, enhancing
technological capabilities and innovation poten-
tial. Examples of successful ecosystems include
Amazon, Microsoft, Google, Apple, Baidu, Alibaba,
Tencent, and major banks (JPMorgan Chase &
Co., Goldman Sachs Group, Inc., etc.). Ecosys-
tems are formed by companies with advanced
technologies and strong intellectual capital [8].
Global analytical reviews indicate that “digital
champions” (companies with high levels of digital
maturity) are at the forefront of the process of
creating business ecosystems and are maximiz-
ing their advantages.?

In the context of digitalization, a business
ecosystem refers to the collective of a compa-
ny’s business units and external partners, unit-
ed through a single technological platform to
achieve a competitive advantage [4].

The advisory report of the Bank of Russia,
“Ecosystems. Approaches to Regulation”, pro-
vides a number of objective assessments of the
current stage of ecosystem solutions in Russia3:

e Russia is characterized by strong national
ecosystems in the local market, which pose sig-
nificant competition to global players.

» A distinctive feature of Russia is the lead-
ing role of the financial sector in creating eco-
systems.

! The future of the banking industry after 2023. 2023. PLUS
world. URL: https://plusworld.ru/journal/2023/plus-9-2023/
budushchee-bankovskoy-otrasli-posle-2023-goda/ (accessed
on 07.07.2024).

? Digital Champions in 2025. PWC. URL: https://www.pwc.com/
gx/en/industries/industrial-manufacturing/digital-supply-
chain/digital-champions-2025.html (accessed on 07.07.2024).

5 Ecosystems: approaches to regulation. Report for public
consultation. Bank of Russia. 2021. URL: http://www.cbr.ru/
content/document/file/119960/consultation_paper_02042021.
pdf (accessed on 07.07.2024).
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e The largest Russian ecosystems include
Sber, Yandex, T-Bank, VK (Mail.ru), VTB, and
MTS.

* Depending on the criteria for admitting
participants, there are two types of ecosystem
models — closed or open. The first does not pub-
licly disclose the rules for admitting participants.
A limited number of partner companies provide
goods and services, and internal competition
is absent. In the open model, admission to the
platform is based on publicly disclosed crite-
ria by the ecosystem, and admission is possible
even for competing entities.

e An analysis of the business models of the
largest global and Russian ecosystems shows
that all of them operate under a hybrid model,
combining open and closed segments. For exam-
ple, the VTB ecosystem includes not only its own
financial services but also six key development
industries: technology companies, advertising
services, e-commerce and retail, telecommuni-
cations, entertainment, and transportation. In
the current period, the only open segment is
the housing ecosystem “Metr Kvadratny” (ser-
vices for searching, verifying, evaluating, and
purchasing real estate, as well as planning and
conducting repairs).

As noted in the Bank of Russia’s report, “com-
panies mentioned in the context of ecosystems
(groups of companies) are at different stages of
creating value chains within their individual busi-
ness models.*”

Although the ecosystem as a form of business
development is still in the process of formation,
the approach is also extending to the subsys-
tems of organizations, including one of the key
elements in the value creation chain —human
resource management (HRM) [9]. It is logical to
assume that HRM ecosystems, which are crucial
in the value creation chain, are predominantly im-

4+ Ecosystems: approaches to regulation. Report for public
consultation. Bank of Russia. 2021. URL: http://www.cbr.ru/
content/document/file/119960/consultation_paper_02042021.
pdf (accessed on 07.07.2024).

plemented in large resource-intensive companies
within sectors such as banking, telecommunica-
tions, or big tech, just like business ecosystems.

However, unlike business ecosystems, the eco-
system approach to HRM is only beginning to
attract the attention of researchers. In the pre-
pandemic period, there were rare mentions of
HRM ecosystems (human resource management
ecosystem), but even the surge in their popularity
following the COVID-19 pandemic has drawn more
interest from practitioners than from scholars. The
research base on this topic is in the early stages
of development and is represented by individual
publications in academic journals [10, 11].

The relevance of this study is driven by the need
for a scientific understanding of the ecosystem ap-
proach to human resource management, which is
being shaped in the context of digitalization and
the development of business ecosystems.

RESEARCH METHODS
The methodology applied by the authors is de-
termined by the limited number of publications
on the topic of HRM ecosystems in academic
journals and the relatively closed nature of in-
formation regarding corporate practices, given
the intense competition and stringent require-
ments of international and Russian legislation
concerning information security (compliance).
In the process of studying existing analytical
materials, thematic reviews, practical case stud-
ies from banking and fintech companies, and in-
formation from various web sources (secondary
research), general scientific research methods
were employed: comparison, analysis, generali-
zation, as well as scientific reflection on the the-
oretical and practical experience of the authors.

RESEARCH FINDINGS
1. Formation of a Technocratic
(Digital) HRM Ecosystem
The widespread adoption of the concept of
“ecosystem” in HRM is mainly driven by tech-
nology companies providers of digital solutions
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for working with personnel [12, 13], which are
forming a rapidly growing and highly competi-
tive HR Tech market in Russia and abroad. After
the exit of foreign providers from the domes-
tic market (such as Oracle, SAP, Cisco, Suc-
cessFactors, Jira, Confluence, SharePoint, etc.),
leading players in the Russian HR Tech sector
include companies such as Mirapolis, ISpring,
Verme, Molga Consulting, and WebSoft. Major
IT giants in the HR sector, such as HeadHunt-
er, Superjob, Avito Rabota, and Rabota.ru, are
expanding their own ecosystems by acquiring
smaller players or integrating numerous start-
ups.’

According to HR Tech terminology, the HRM
ecosystem is referred to as “digital” and includes
a universal digital platform that integrates a
set of specialized services or applications with
seamless (no additional registration) access to
each from a single point of entry, i.e., following
the “single window” principle. Typically, such
services support the basic functions of HRM,
corresponding to the stages of the “employee
life cycle” (ELC) — from hiring to termination.

Common technologies that form a digital eco-
system in the context of basic HRM functions
include personnel management platforms such
as universal (HRMS), predictive (futuristic HRMS),
and recruitment platforms; mobile applications
for “digital hiring”; technologies using artificial
intelligence (AI), Al-based chatbots; knowledge
management systems (LMS/TMS) and augment-
ed reality (AR); mobile apps, including BYOD
technologies®; “virtual care” services, corporate
portals, and internal social networks [14-16].

HR Tech providers offer comprehensive solu-
tions (“turnkey” ecosystems) or meet local con-
sumer needs (microservices approach). Leading

> From small startups to ecosystems: the Russian HR Tech
market is undergoing a transformation. HR Tech Market
Overview. 2023. URL: https://www.cnews.ru/reviews/hr_
tech_2023/articles/ot_malenkih_startapov_do_ekosistem
(accessed on 16.07.2024).

¢ BYOD (Bring Your Own Device) — technologies that allow
access to company resources from employee mobile devices.

services in demand are hiring and electronic per-
sonnel document management (EDM) services.
On the one hand, the potential of HR Tech
creates a wide range of opportunities for the
efficient solution of HR tasks; on the other hand,
researchers note that the consumption of digital
solutions by client enterprises is often chaotic.
To justify their many needs, clients cite the in-
creasing volume of tasks and the complexity of
internal processes and procedures, as a result of
which the “employee journey map” (EJM) — the
movement of an employee in the company’s
information space according to internal policies
and procedures —becomes a long path through
the labyrinths of hierarchical structures, which
is characteristic, for example, of large banks. The
number of modules or applications in the HRM
ecosystem can reach several dozen units, with
various control tools being particularly popu-
lar: time tracking, task completion, meetings
with mentors, employee burnout, and so on. The
“digital chaos” in Russian organizations is exac-
erbated by the need for import substitution due
to the departure of Western software providers.
According to experts, this issue has not affected
only 27% of Russian companies.” Large domestic
businesses have been consumers of expensive
imported software for decades, and the transi-
tion to Russian technologies requires time and
significant investment. As a result, companies
are forced to engage in “firefighting” and im-
plement new software in response to emerging
problems. In the competitive HR Tech market,
providers are eager to respond to any customer
requests, resulting in the risk of transforming
the HRM ecosystem into a “patchwork quilt” or
a “zoo of software products.®” It is fair to note

" Employee digital workplace. Map of Russian IT products to
replace Microsoft, Jira and Confluence. TADVISER. 2023. URL:
https://clck.ru/3F84t7 (accessed on 16.07.2024).

8 HR trends 2023. How the Russian HRM system replaced
foreign analogues. 2023. TopFactor. URL: https://www.
topfactor.pro/blog/hr-trendy-2023-kak-rossiyskaya-hrm-
sistema-zamenila-zarubezhnye-analogi/?ysclid=m4424r9q
zi702153353 (accessed on 16.07.2024).
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that this “accumulation” of technical solutions is
also observed in Western practices. For example,
A. Jenkins, former CEO of Barclays Bank, referred
to banks at this level of digitalization as “mu-
seums of technology”, with a heap of “software”
and “hardware.®”

This situation appears to be typical for tech-
nical or technocratic HRM ecosystems and cor-
responds to the initial level of digital maturity
in HRM.

S. Strohmeier, in his fundamental research
[17], identifies the following stages of digitali-
zation in HRM:

» digitization — the technical process of
converting analog HR information into digital
format for automated processing;

» digitalization — the socio-technical pro-
cess of using the potential of digitization for
operational and strategic HR objectives;

 digital transformation — the socio-tech-
nical sub-process of digitalization, involving
the application of digitization potential to
achieve strategic HR goals;

» digital HRM — the socio-technical result
of HR digitalization.

At the initial stage of digitalization (digitiza-
tion), the priority is placed on technologies. This
is why, when forming HRM ecosystems, there
is currently a risk of “accumulation” of digital
tools (often harmful to the human element).
The main clients of these tools are HR profes-
sionals, who thus “strengthen” their traditional
functions. The “harm” to the human element
arises from the predominant focus on technology
without considering the real needs of employees
and managers, or their direct involvement in
decision-making about the implementation of
innovations.

% Banks are becoming “museums of technology” says
ex-Barclays boss. Finextra. 2023. URL: https://www.
finextra.com/newsarticle/42458/banks-are-becoming-
museums-of-technology-says-ex-barclays-boss?utm_
medium=dailynewsletter&utm_source=2023-6-
13&member=117943 (accessed on 16.07.2024).

2. Transition to the Formation of a
Human-Centered HRM Ecosystem

A logical alternative to technocratic HRM eco-
systems is human-centered HRM ecosystems,
corresponding to a higher socio-technical process
of digitalization (in S. Strohmeier’s terminology).
Within this framework, the focus shifts from tech-
nology directly to the person — the employee or
manager.

A positive development in this direction is the
introduction of the concept of “digital employee
experience” (DEX), which refers to the interac-
tion of an employee with the company’s digital
tools and services from the moment of hiring
until resignation [18]. This definition draws an
analogy with customer experience (CX) — the
perception of a company by a customer as a result
of their interactions [19]. As is known, managing
customer experience is one of the key tools of
modern marketing. This experience is studied,
among other ways, through the “customer journey
map” (CJM), which sequentially describes and
analyzes the customer’s “path” to receiving a
product or service. Shortening this path, “cutting
corners,” and providing convenient navigation
create a positive impression from the interac-
tion with the company, thereby increasing its
competitiveness [20].

The application of a marketing (human-cen-
tered) approach to the “internal digitalization”
process reveals several issues of “digital chaos”
and helps address them. For instance, it becomes
clear that from the employee/manager’s perspec-
tive, work and HR processes are not separated
into distinct streams, but rather merge into a
unified flow, consolidated through the employee’s
digital workspace. In the case of a “zoo of solu-
tions,” such merging creates difficulties for the
worker, causes dissatisfaction, increases the risk
of mistakes, and ultimately reduces productivity.
Progressive employers see their task as improv-
ing the effectiveness of the digital workspace
and ensuring its comfort, but solving this issue
is often still delegated to technology [21].
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One solution to this situation is the develop-
ment of fundamentally new digital platforms
that integrate both production and HR func-
tions, specifically —customer relationship man-
agement systems (CRMS) and human resource
management systems (HRMS). Such solutions
are possible based on cloud technologies, such as
customer data platforms (CDP) or data manage-
ment platforms (DMP). The capabilities of these
platforms allow for the addition of other systems
within the organization, including HRMS. In the
context of intense competition, particularly in
the banking sector, such unique solutions are
considered proprietary information. However,
IT analysts confirm the practical experience of
implementing integrated CRMS and HRMS.

It is known from open sources that large com-
panies with powerful technological infrastructure
and a staff of highly skilled IT specialists are
developing their own in-house HRM platforms
based on the analysis of employees’ digital ex-
periences.

A notable example in this case is Alfa-Bank,
which faced the problem of fragmented IT in-
frastructure during the pandemic and created
its own HR platform, “Alfa People.''” The task
was addressed in the “digital workplace” con-
cept and consisted of several stages: describing
the employee/manager experience using the
Employee Journey Map; analyzing 9 HR blocks
from recruitment to termination (identifying
23 applications and 109 processes/programs);
discussions with employees and compiling a reg-
istry of 200 “pain points/problems”; creating the
Alfa People platform (an HR Tech product that
combined 200 processes and 23 programs with a
single entry point for employees and managers
in two formats — adaptive web and mobile app);

10 The future of the banking industry after 2023. PLAS 2023.
URL: https://plusworld.ru/journal/2023/plus-9-2023/
budushchee-bankovskoy-otrasli-posle-2023-goda/ (accessed
on 07.07.2024).

' How we created a Digital Workplace for employees. Alfa
Bank. 2022. URL: https://habr.com/ru/companies/alfa/
articles/689700/ (accessed on 20.07.2024).

implementing new development logic — from the
employee’s workspace and from teams (for man-
agers), rather than from HR process names, as it
was in the previous services; forming the main
sections of Alfa People based on the “self-service”
principle (profile, news, events, services, depart-
ments, HR support [human help]); introducing
the Voice of Employee (VOE!?) metric to measure
the usability of Alfa People (on a 5-point scale);
and continuous improvement of the platform in
the direction of further personalization based
on VOE monitoring.

Earlier (in 2019), Sber carried out a similar,
but more large-scale development by launch-
ing the digital HR platform “Pulse” [22]. The
uniqueness of this solution lies in the fact that
the bank initially offered it to participants in its
business ecosystem, and in 2024, it launched an
upgraded version of the platform as a commer-
cial product (which incorporated GigaChat and
Kandinsky neural networks). The number of users
of “Pulse” is steadily increasing and currently
exceeds 300,000 people. This fact is undoubt-
edly exceptional in a competitive environment
and once again demonstrates Sber’s leadership
potential. However, there are grounds to believe
that the translation of corporate technologies in
HR into the “open code” principle, as an example,
will evolve into a trend and further into practice,
providing the company with a competitive edge
in the market (similar to product competition).

In addition to the development and imple-
mentation of universal digital platforms, the
evolution of HRM ecosystems is linked to
artificial intelligence (AI). According to re-
searchers, its use is not just a stage in the de-
velopment of HRM ecosystems, as Al plays a
direct role in their formation. As S. Raisch and
S. Krakowski write, “people train algorithms, and
algorithms train people” [23]. The authors refer
to this phenomenon as co-evolution and see
the further development of any phenomenon

12 Voice of Employee — translated from English.
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involving Al as entirely in line with the principle
of reciprocity. A number of scholars believe that,
with regard to HRM ecosystems, it is precisely
Al that will allow the transition from the “digi-
tization” stage aimed at automating processes
to the expansion of HRM ecosystem capabili-
ties for solving business and people-related
tasks (augmentation). The implementation of
Al as an independent component creates a new
model of ecosystems, which the authors call
“extended HR ecosystems” [24]. This approach
draws an analogy with the popular concept of
super teams — “people plus digital technologies,”
the creation of which, in Deloitte’s reviews, is
considered a current trend in the formation of
human capital.’® In any case, the symbiosis of
people and technologies requires primary at-
tention to the people involved. Thus, when dis-
cussing an extended digital HR ecosystem with
Al participation, researchers highlight the need
to consider factors such as: close interaction
between the company’s top management — the
CEO, the Chief HR Officer, and the Chief Digital
Officer (CEO, CHRO, CDO); involving key employ-
ees, HR, and IT specialists in decision-making
processes related to Al; an adaptive approach to
different categories of personnel when imple-
menting Al — in particular, taking into account
the differences between young “digital natives”
and older workers (digital immigrants); ethi-
cal issues of Al (employee information security,
data privacy protection, the option to refuse to
provide personal information or participate in
assessment procedures using Al).

Nevertheless, when analyzing extended HRM
ecosystems, specialists in the field tend to remain
within the framework of the technocratic model
and focus predominantly on the technological
component. In this regard, attention is drawn to
scientific works by authors who, while considering

3 International trends in the field of personnel management —
2020 Deloitte Insights. 2020. URL: https://delovoymir.biz/res/
upload/columns/Deloitte_HR-trends-2020_RU.pdf (accessed on
25.07.2024).

HRM ecosystems in the context of digitalization,
focus on their humanitarian aspect.

For example, E. A. Mitrofanova and A.E. Mitro-
fanova [11] identify two components of the HRM
ecosystem: 1) the personnel ecosystem — a collec-
tion of participants both within the organization
and outside it; 2) the technological HRM ecosys-
tem — a platform (marketplace) where various
human resource management technologies are
offered. These authors, studying the structure of
the personnel ecosystem and the required skills
(“hard,” “soft,” and digital), and the need for new
approaches to managing integrated human re-
sources (in particular, Agile technologies), rightly
conclude that the “platform” should be adjusted to
suit people, taking into account the scale of tasks
in new socio-economic conditions and transfor-
mational processes in the labor market.

Nevertheless, by emphasizing the humanitar-
ian component of HRM ecosystems (and even
distinguishing it as independent), researchers see
the goal of its formation as solely focused on man-
aging the structure of personnel in the increas-
ingly complex conditions of the gig economy.* A
similar approach can be found in the publication
by E.P. Kostenko [10], which discusses in detail the
personnel ecosystem, which can include: full-time
and part-time employees, contractors, freelancers,
remote and gig workers engaged through mobile
applications (usually in the fields of development,
services, and delivery), crowdsourcing specialists
with part-time/short-term employment using spe-
cialized virtual platforms/marketplaces, focused
on various projects and individual tasks — as a
new challenge for organizations.

However, it seems that this conclusion limits
the opportunities and potential for the devel-
opment of HRM ecosystems and does not fully
align with their operational practices. For ex-
ample, the banking sector is one of the leaders
in applying the ecosystem approach to HRM,

4 The gig economy is a work model when a business does not
hire employees, but attracts third-party specialists to carry out
individual projects and tasks.
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but banks, due to the nature of their activities,
follow a very conservative hiring policy and
do not engage freelancers or gig workers on a

large scale.

Nevertheless, the application of the ecosystem
concept to various aspects of human resource

management (“labor market ecosystem,” “tal-
ent ecosystem” [25], “recruitment ecosystem”) is

supported by both researchers and practitioners,
which indicates the productivity of this approach

to understanding current processes in the labor
market.

Table

Distinctive features of technocratic and human-centric HRM ecosystems

Essential distinctive

Technocratic HRM ecosystem

Human-centric HRM ecosystem

features
Goal Digitization of HR information for process | Integration of key (unique) resources to ensure
automation and optimization of HR business competitiveness
procedures
Focus Digital HR technologies People + technology, with a focus on solving
strategic business tasks and ensuring the well-being
of people in business
Structure Digital HRM platform + services Stakeholders (managers, employees, HR
specialists, external partners) + unified information
environment based on digital technologies
Customer Primarily HR specialists Managers (business managers), employees, HR

specialists, partner pool

Principle of Formation

HR functionality in accordance with
the employee life cycle (from hiring to
termination)

Creation of value for all participants of the HR
ecosystem according to the employee/manager/
partner journey map, integration of HR tools into
main business processes

Advantages

Equipped with digital technologies, quick
access to new HR tools and services,
improved operational HR efficiency, cost
reduction

Consideration of the real needs of employees/
managers/partners, personalization of services,
customization for functional tasks, creation of
comfort (including digital) at the workplace, ability
to ensure the necessary level of competence,
productivity, effectiveness, and engagement in the
interests of all participants of the HRM ecosystem

Disadvantages

Accumulation of HR tools due to a

microservice approach (‘patchwork quilt”
of technical solutions) at the expense of
the person (employee, manager, partner)

Complexity of implementation (time and effort
costs) in conditions of a rigid hierarchical
organizational culture, significant investments

Source: compiled by the authors.
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3.The Transitional HRM Ecosystem
as a Result of Combining Technocratic
and Human-Centric Models
A review of existing perspectives on HRM eco-
systems in the context of business digitalization
highlights several key characteristics (see Table):

* HRM ecosystems develop within the frame-
work of business ecosystem growth and there-
fore reflect many processes and phenomena
characteristic of business ecosystems. These in-
clude the co-evolution of their entities (reflect-
ing the biological metaphor), the evolutionary
nature of ecosystems themselves (transitioning
from an earlier technocratic form to a more ad-
vanced human-centric one), and the impact of
digitalization as a transformative factor.

+ An HRM ecosystem corresponds to an or-
ganization’s level of digital maturity. Current-
ly, digitalization is in the “digitization” phase,
meaning the conversion of information from
analog to digital format for automation pur-

External business
environment

Business partners
(market)

Internal business
environment

HR-
outsourcing 1

Business partners

Digital platform

Business
managers

poses. At this initial stage, HRM ecosystems
tend to be technocratic, focusing on technology
and functionality, often harmful to human fac-
tors. Excessive enthusiasm for digital tools and
microservice infrastructures has led to corporate
IT landscapes becoming a “patchwork quilt” of
digital solutions.

» However, the practices of leading employ-
ers — particularly in banking and fintech — in-
dicate a shift toward a higher level of digitali-
zation, understood as a socio-technical process.
This transition involves the formation of human-
centric HR ecosystems that emphasize workforce
structure and skills, take employee needs and
digital experience into account, introduce digital
workplaces, manage the employee lifecycle, and
address ethical issues related to digitalization.

As mentioned earlier, HRM ecosystems are
currently at the very early stages of formation
and are developing within the framework of indi-
vidual models. However, the analysis conducted

(ecosystem)

HR Tech-
providers

Employees

Services
Applications
(mob)

HR-
specialists

HR-
outsourcing 2

IT- outsourcing

Fig. HRM ecosystem in the context of digitalization

Source: compiled by the authors.
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allows us to present the HRM ecosystem in the
form of a structural model of a transitional pe-
riod, combining characteristics of both techno-
cratic and human-centric ecosystems (see the
Figure).

The goal of forming an HRM ecosystem is
to integrate resources to ensure business com-
petitiveness in the market. The HRM ecosystem
includes two contours: internal and external.
The first is the internal business environment
(company, strategy, organizational culture, poli-
cies and procedures, business processes). The
second represents the broader socio-economic,
political, and industry contexts, as well as the
labor market.

It is evident that such an ecosystem is formed
under the influence of external circumstances.
For instance, the negative geopolitical and
socio-economic situation in recent years has
triggered the need for import substitution and
served as a catalyst for the rapid development
of Russian fintech.

Regarding the internal environment, several
global studies on digital maturity, including
those by SAP, Deloitte, and iR&D Club, have
noted that the hierarchical organizational
culture prevalent in Russian companies is one
of the main barriers to digital transformation
[26]. Environmental factors and the effects of
influence on the HRM ecosystem may become
promising areas for further scientific research.

By analogy with the business ecosystem, it
seems reasonable to talk about the HRM eco-
system in a broader sense, distinguishing two
components: the humanitarian (people) and
technological (digital technologies) aspects.

The internal component of the humanitarian
aspect covers employees, managers (business
managers), and human resources specialists
(HR specialists). Currently, digital technologies
meet the needs of these three subjects of the
HRM ecosystem (with a clear predominance of
HR specialists’ requests). However, the further
development of self-service and self-manage-

ment tools for personnel, as well as the creation
of new digital solutions (platforms) that allow
the integration of management cycle functions
(planning, organization, motivation, control)
under the guidance of business managers into
business processes, will lead to the reduction
and subsequent transformation of the HR spe-
cialists’ functions (in the HR Zero concept '®)
and an increase in the role of employees and
managers in HRM processes [27].

The external component of the humanitarian
aspect is formed in accordance with the business
strategy of the company that owns the HRM
ecosystem and, accordingly, contains an open
list of participants. The minimum composition
includes:

» HR function partners: recruitment, train-
ing, and consulting companies, agencies pro-
viding services (cleaning, catering), medical
centers (health insurance), and other providers
of health, safety, and employee well-being ser-
vices (HR Outsourcing 1 on the Figure);

e IT and HR function partners — providers
of digital HR Tech solutions.

The expansion of participants in the HRM
ecosystem occurs in line with the growth of the
business scale of the company-owner, the pres-
ence of its own business ecosystem, involvement
in the ecosystem of another business, or moving
beyond the perimeter of the business ecosystem.
In the latter case, a characteristic example is
Sber which made the users of its HR platform
“Pulse” participants in its business ecosystem
and clients, and launched the platform as a com-
mercial product. Thus, the external component
of the HRM ecosystem can also include:

» Business partners and clients of the com-
pany-owner (within the ecosystem);

» Business partners and clients outside the
business ecosystem (market);

15 HR Zero — This is the principle of organizing HR processes in
a company, in which HR specialists, using digital technologies,
transfer some of their functions to business managers and
directly to employees.
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e Organizations providing outsourcing ser-
vices for personnel if the HRM ecosystem own-
er actively engages freelancers and other gig
workers (HR Outsourcing 2 on the figure);

e IT companies (mainly startups), whose
personnel participate in the independent or
joint development of IT solutions for the com-
pany-owners within business incubators or ag-
gregators (IT outsourcing).

Similar to business ecosystems, HRM ecosys-
tems can be open, closed, or hybrid in nature.
Given their early stage of development, the is-
sue of typology is not addressed in this article.
However, it can be assumed that HRM ecosys-
tem models will primarily develop according to
a hybrid type, combining both closed and open
segments. The former will focus on integrating
targeted (unique) resources that the company —
owner of the business ecosystem — deems im-
portant in a competitive environment (e.g., a
partner pool). The open segment, on the other
hand, could involve personnel recruitment. Due
to the acute shortage of labor in the job market,
many companies use publicly available recruiting
platforms, job boards,!® services, and chatbots,
which facilitate a broad hiring funnel (any ap-
plicant can enter the system, submit their resume,
and, if selected, undergo the full recruitment
process). The classification of HRM ecosystem
models as they evolve could be an interesting
area for further research.

The technological component of the HRM eco-
system (digital platform(s), services, applications,
including mobile) ensures its operation according
to the defined parameters and models. As digital
technologies improve, the microservices archi-
tecture of HRM will be integrated into a unified
digital environment (based on a single high-tech
platform that integrates business processes and
HRM) following the “open-source” principle, with
seamless access to necessary resources for various

16 A job board is a type of career site on which employers post
vacancies and applicants post resumes.

categories of users — from company employees
to potential clients and partners.

CONCLUSION
The research conducted in line with the set objec-
tive and the obtained results allow for several con-
clusions that define the scientific novelty of this
work:

» Based on the existing understanding of the
digitalization process, technocratic and human-
centric HRM ecosystems have been identified,
which correspond to different stages of digital
evolution: the former corresponds to the initial
(technical) stage, while the latter aligns with the
subsequent (sociotechnical) stage.

» Distinctive characteristics of technocratic
and human-centric HRM ecosystems have been
defined. The technocratic ecosystem is charac-
terized by a focus on technology; the primary
customer is HR; it involves the digitization of nu-
merous HR functions within hierarchical organiza-
tional structures of large companies (resulting in
accumulation / a “patchwork” of digital solutions).
The human-centric ecosystem focuses on people;
it is distinguished by digital comfort; and all stake-
holders in the ecosystem are considered customers.

» The authors’ definition and structural model
of the HRM ecosystem of the transitional period
have been proposed, including the humanitarian
(people) and technological (digital technologies)
components. These elements are observed in the
practices of advanced employers (such as account-
ing for digital employee experience, adjusting digi-
tal technologies according to the “employee road-
map,” etc.).

 Possible directions for the development of
the HRM ecosystem have been outlined, with the
focus being the creation of a unified and comfort-
able information environment for all ecosystem
participants, aimed at the joint creation of value
and improving the business’s competitiveness in
the market.

» As the ecosystem approach evolves, differ-
ent HRM ecosystem models (open, closed, and

MANAGEMENT SCIENCES ° Vol. 14, No. 4°2024 * MANAGEMENTSCIENCE.FA.RU




PERSONNEL MANAGEMENT

hybrid) may arise according to the competitive vironmental factors influencing the formation
business strategy in the market, which could be of HRM ecosystems, practices of interaction
the subject of future research. among their participants (including necessary

The analysis, considering the fragmented competencies), as well as the possibilities and
scientific and methodological base on HRM eco- limitations of HRM ecosystems’ functionality,
systems, leaves a wide field for further research. comprising systemic risks, can be of undeni-
For instance, topics related to the external en- able interest.
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