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INTRODUCTION TO THE AREA OF RESEARCH

As well as it may be forecasted, the development of the economic conjuncture is
accompanied by frequent restructurings, which affect the employees of a company in
respect of quantity as well as in respect of quantity. Knowledge of the employees’
potential and performances represents one of the basic activities of the human resources
management in an organization.

The organizations’ possibility of progress may only be achieved if the
organization pursues continuous performance and therefore it represents one of the main
objectives at the level of the organizations’ management. Many of the studies only
approach the organizational performance, but for instance 98% of the subjects of a study
consisting in executive managers of average and big companies have stated that
improved performance of the employees would lead to an increased performance of the
company (Lukacs, 2000: 53).

We have considered appropriate to part with this overall perspective and to direct
our attention towards the individual performance, which is actually the foundation to
achieve organizational performance.

The first condition for improving the individual performance and reaching
excellency in business is to recognize the role of human resources and to adopt
appropriate strategies to determine the employees to fructify as much as possible the
own professional potential. Therefore, whether it is about a multinational corporation or
a firm of smaller dimensions, the existence of a performance assessment system is
necessary, because thus the companies have the capacity to determine the extent to
which the objectives have been reached, as well as the actual level of their employees,
and to draw up future strategies with the aim of improving their performance.

The assessment is fundamental for our way of life, in which everything is subject
to assessment: we measure our lives in seconds, minutes, hours, days, months and years;
we measure the routes in kilometers and the achievements in objectives reached. If we
cannot assess something, we cannot understand it, control it and manage it, and therefore

we cannot improve it. (Harrington, 2001:367).
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According to the opinion of some authors (Boswell, Boudreau, 2000:283), in
order to insure success, a company must know how to turn into account its employees’
potential. Of course, we all can do more than we believe and the role of management in
every organization is to turn into account the qualities of its employees and to make their
weaknesses (flaws) imperceptible.

Many assessment systems are drawn up and used in such manner that they
include all employees on one level of performance, without allowing a differentiated
pointing out of the performances, which leads to a deformation of the reality and doesn’t
allow the employees to be aware of their activity and of their actual value. Therefore we
consider that the moment of assessment is a moment of self-reflection for each of us,
waking in our consciousness new motivations, attitudes and behaviors.

The strategies to improve the employee’s performances, proposed within this
PhD thesis have the role to show the fact that managers cannot determine every
employee to be competitive by using the same methods, and therefore treating each
differently person with the aim of creating for that person a favorable context for the
development of the performance brings benefits at individual as well as at organizational
level. But, to perform this role, full understanding and appropriate use of the methods is
required.

Due to these reasons we consider that the results reached through the study
performed within the PhD thesis have an increased value, especially in present times,
because they allow the identification of ways in which the management of the firms
active in the area of services are preoccupied with the performance assessment activity
and the improvement of the performance of the own employees. At the same time the
study highlights in parallel the main aspects differentiating the managers’ perspective
compared to the employees’ perspective, regarding the performance assessment process,
but also the ways in which performances can be increased.

Regarding the theoretic substantiation, we have situated the analyze in the
conceptual context of the professional performance assessment system for employees, as
essential activity allowing an integrative approach of the human resources management,
I.e.supporting and interacting with its most important areas.

We consider that in a world where change is necessary, obvious and

omnipresent, performance assessment is a managerial practice indispensable for any
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organization, keeping in mind that the progress of the employees is of real importance in
increasing the efficiency and in its development.

We are motivated in starting this research by the interest shown for the
modalities employed by the firm managers for the improvement of their employees’
performances, but also by the employees’ opinions on the strategies determining them to
make efforts to obtain better results in future periods. The choice of the research theme
had in mind the author’s aptitudes and scientific interests, but also the following
requirements -factors: the requests coming from the managerial practice and the interest
for the scientific development in the area; the overall understanding of the area of
knowledge including our topic and forming a concrete image on the issues posed by
treating the topic; the complexity and relevance of the topic for the managerial area; the
nature of the information material gathered up to the present.

Defining the objectives and the importance of the research. The present paper
is dedicated to a certain area of management; the contents and quality of this area
determine to a great extent the employees’ performance and the competitiveness of all
organizations: the human resources management. The general themes of the studied area
are extremely vast and therefore, considering this fact, the objectives of the research
were determined delimited to the following:

The main objective of the present research consists in identifying managerial
strategies which contribute to the improvement of the employees’ performances by
stimulating their motivation, and the extent to which they are used in the managerial
practice. For this aim we have made a short analyze among managers as well as among
office personnel, in order to capture both perspectives regarding the pursued objectives.

The specific objectives, derived from the main objective, were defined at
theoretic level as well as applicative level.

At theoretic level, the objectives set have had in mind:

e the analyze of the activities of human resources management which are
influenced and in turn influence the process of performance assessment

e the analyze of the main approaches on the performance improvement strategies
existing in literature

e the drawing up of recommendations and suggestions
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At applicative level, through the performed research we have attempted:

e the analyze of the characteristics of the assessment process in the studied firms

e validation of the quantitative analyze instrument: applied questionnaires

e setting the managerial strategies used by the firm managers fort he improvement
of the performance in the own employees.

e identifying the differences existing between the perception of the managers and
the perception of the employees regarding the ways to improve the performances

e identifying the connections between the level of education (training) of the
employees and the preference for certain strategies for the improvement of the
own performances.

e identifying the causes which lead to decrease in the employees’ performances
and improvement measures taken by the managers.

Scientific importance. At theoretic level we have achieved a strategic and
analytical approach of the area of study. Complementary to the classic descriptive results
obtained by the studies which analyzed the assessment activity of the employees’
performances, the paper also identifies the strategies which determine improvement of
the performances in the process of work, but also connects these strategies with the
motivational theories following their applicability.

The empiric relevance of the research topic resides in the usefulness of the
results obtained for several interested categories: general managers, human resources
managers and academic teaching staff.

By comparing these perspectives, joint elements were pinpointed, but also
aspects of differentiation. The analyze of the way in which the performance assessment
activity for office employees has allowed the identification of the aspects which human
resources managers as well as organizations management should insist on in order to
improve the system and increase the employees’ trust and satisfaction towards this
activity.

Considering these arguments of scientific and empirical nature, we deem that
through the chosen research theme we manage to bring a substantial contribution to the
enrichment of the theoretical sources referring to the area of the strategic management of
human resources, as well as to the ways of improving the employees’ performances,

through the proposed strategies.
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LITERATURE REVIEW

The present stage of knowledge in the area is represented within the paper by the
chapters 2, 3, 4 and shows the theoretical contributions to the improvement of the
specialty literature in the area.

Since the issuance of the reference article ,,An Uneasy Look at Performance
Appraisal”, of the famous representative of the human relations school, Douglas
McGregor, in the year 1957, based on the experience of several firms as General Electric
and General Mills, more and more emphasis was set on performance, to the detriment of
personality traits. In the view of the author, the assessment must be participative and the
employees’ interest as well as the companies’ interests should be followed, and the
manager tends to become in this equation a trainer and an advisor of the individuals he is
working with.

An important part of the theoretical and empirical research in this area is
intended to highlight the fact that human resources strategies represent a factor of
differentiation in the companies’ activity, but they also offer a competitive advantage on
the market (Grund, Sliwka, 2009: 2050; Koning, 2004:3; Longenecker, Fink, 1999:21).

Within the second chapter we have drawn up a revision of the specific literature
of human resources management, focusing our analytical efforts on basic concepts met
in the theories of human resources management. Also, definitions of the notions with
which it operates are presented, the importance, the role, the principles and the
objectives of human resources management in the organization.

In order to offer an exact image on the present stage of knowledge and of the
scientific concepts specific to human resources management we have turned to a double
analyze, made in the following two directions: from the perspective of the theories and
definitions established in the specialty literature, and from the perspective of empirical
researches made in time in the analyzed area. Our contribution in this chapter is focused
on the efforts to offer a personal understanding which would reflect our perception
regarding the concepts specific to the human resources management.

Following main aspects are approached in the chapter: emphasizing numerous
points of view of the Romanian and foreign economists regarding the importance and
peculiarities of human resources; presenting the human resources management in

evolution and the conceptual delimitation of the human resources management;
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synthesizing certain theories of the HRM which are more known in the world — the
Harvard and respective, Michigan approaches.

For the coherent treatment of the issues studied and in order to secure an
appropriate scientific support for the paper, chapter three handles the assessment of
performances as a component of the performance management and the connection
between the assessment and the other activities of the human resources management.
After presenting the stages of the assessment process, we shall make a review of the
strategic alternatives available to managers in planning efficient performance assessment
systems. Determining the objectives of the assessment, setting the performance
standards and the choice of assessment criteria shall also be discussed within this
chapter. This shall offer us a foundation for the further presentation of the various
assessment methods existing in the specialty literature, making a classification of these
systems according to several criteria: features, behaviors, results.

The advantages and disadvantages of these methods are also considered, in order
to have a comprehensive and complex image on the way in which they should be used
within the organizations and to establish which of them are more adequate in order to
reach the organization’s goals but also the individual goals.

During chapter 4 we intend, based on the specialty literature, to draw up a
presentation of the strategies in the area of human resources, emphasizing their role for
the improvement of the employees’ performance and in connection with the general
strategy of the organization. Further on we shall introduce the concept of motivation, as
determining factor in increasing the individual performances and shall treat the
applicability of certain theories and motivational models in explaining aspects referring
to the human behavior.

Also in this chapter we intend to present our own vision regarding the strategies
for the improvement of the employees’ performances with the aim to be able to sketch
and later on to develop a classification for these, by imagining a model. All these shall
offer us a foundation for the presentation in the next chapter of the results obtained in an
inquiry made at the level of firms from the central and north-western regions of the

territory of Romania.

-10 -



Thesis summary

management strategy

A4

rategies for improving

emﬂlixees’ ferformances

by employee by rewarding the by modifying the by involving the
development employees job description employees
1. Career 1. Financial 1. Job rotation 1. Setting
development rewarding 2. Job enrichment objectives
2. Employees’ 3. Give recognize 3. Flexible work 2. Delegate
training 4. Organizational (work-life balance) authority
3. Mentoring and environment 3. Social and
coaching professional
4. 360 degree integration at work

feedback

Results/Performances

Figure 1: A model concerning the strategies for improving employees’ performances

Organizational Individual

A

strategiile de imbunatitire a performantelor angajat ilor

Sursa: author’s conception

-11 -



Thesis summary

METHODOLOGY OF RESEARCH

Chapter 5 includes the applicative study regarding the strategies for the
improvement of the employees’ professional performance used within the investigated
firms. The analyze of the way in which the performance assessment activity for office
employees has allowed the identification of the aspects which human resources
managers as well as organizations management should insist on in order to improve the

system and increase the employees’ trust and satisfaction towards this activity.

Objectives of the research

Any scientific research is subject to certain interests of the researcher, thus
systematized in a series of objectives which differ depending on the degree of general.
While turning into account the advantages of the exploratory research, we propose to

reach following objectives:

turning into account the opportunity (offered by an exploratory study) to generate
research hypotheses
e piloting the developed quantitative instrument: questionnaire (testing and
validation)
e understanding and explaining the phenomena specific to the performances
assessment process
e obtaining preliminary results referring to: the characteristics of the assessment
process and strategies adopted by managers for the improvement of the
employees’ performances
Formulating hypotheses. The theoretical assertions presented within the preceding
chapters have constituted a starting point in formulating a part of the hypotheses of
research, we propose to demonstrate their validity or to infirm them. Within our research
we have formulated following work hypotheses:
Hypothesis 1: There is a direct, positive relationship between the level of
education and the employees’ preference for certain performance improvement

strategies.
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Hypothesis 2: There is significant connection between the causes of the poor
employee performances and the reasons determining the employees to obtain better
results.

Hypothesis 3: There are significant differences between managers and employees
in respect of ways to increase the objectivity of the evaluator in the performance
assessment process.

Hypothesis 4: There are significant differences between managers and employees
as regards the causes which determine poor performances within the employees.

Hypothesis 5: The employees’ motivation process for obtaining high
performance is generally based on extrinsic motives.

Hypothesis 6: The employees’ degree of satisfaction regarding the performance
assessment activity developed within the firm is low.

Fro the present research, the target population in our case is the firms from the
central-northern region of Romania. The sample of the pilot inquiry has included a
number of 60 firms in the area of services and production. After applying the two types
of questionnaires, answers were received from 60 managers and 93 employees, from the

executive area.

The quantitative research system.

In order to reach the exigencies and objectives formulated before, the
questionnaires were created separately for the two target groups. One of the
questionnaires addresses the leading staff, the managers (Appendage 1), and the other
questionnaire is thought for employees (office personnel) (Appendage 2) in order to
capture their perspective too regarding various characteristics of the assessment process
taking place within the firm and the ways to improve the own performances at the
working place. Thus we have tried to capture the multitude of relationships and variables
which are established between the two target groups (managers and employees),
considering the fact that some questions are shared by the two questionnaires (the
presented indexes having several tangent areas), thus they allow their comparison or
correlation.

Starting from the piloted research instrument, we have kept the questions and

items for which concluding answers were obtained in the pilot stage, and the items in
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which the respondents have had difficulties in responding were changed. At contents
level the questionnaire has intended to identify: the extent to which the evaluation
methods are used, the importance of the assessment criteria, the categories of evaluators
involved in the assessment process, opinions regarding the causes of poor performances
obtained by the employees, the scope for which the results of performance assessment
are used, the employees’ satisfaction level regarding the assessment activity within their
firm, the existence within the investigated firms of human resource strategies for the
improvement of the employees’ performances, the social-demographic data regarding
the respondents and the firms’ identification data.

In order to obtain these information, the questionnaire has also included other
factual questions (for instance the questions which have tried to identify the stage used
within the assessment process), as well as questions of opinion (the view of the
managers regarding the importance of the assessment interview). In respect of the form
of the questions we have used mainly closed questions (with answer options or the 5
points Likert scale), but we have also opted for including open questions too, which can
generate more complex answers.

Considering that one of the objectives of this inquiry is to identify the strategies
used by the firms management for the improvement of the performances of the own
employees, through the open questions we have tried to allow the respondents to express
freely some opinions, based on which we would be able to identify new potential sub-
themes of interest. We have also used a filter-question: “Is an assessment interview
performed within the firm?”” depending on the answer, the subjects had the possibility to
step to the next question or not. We have used this question to avoid that the following
questions are answered by subjects who do not practice assessment interview, thus

intending to get a very accurate reflection of the interview contents.
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RESEARCH RESULTS REGARDING THE STRATEGIES OF IMPROVING
EMPLOYEES’ PERFORMANCES

Results regarding the characteristics of the assessment process obtained on a

sample of managers

The first part of the questionnaire has intended to identify the frequency of the
assessment activity in the investigated firms, the way in which the assessment is made, as
well as the evaluators categories involved in the process. Thus, in most firms (50%)
assessments takes place once a year, in 33% of the firms assessment is made whenever
necessary, and in 13,3% of the cases it is done every semester. Two of the respondents
managers (3,3%) have declared that this activity was never performed within their firm.
International researches have demonstrated the fact that many employees (80%) believe
that a feedback of their performance should be offered more often than once or twice a
year. This fact is supported by us too and we therefore recommend to increase the
frequency of the assessments, because annual assessment intervals are much too long.
To extend the benefits of the assessment it is recommended to resume the analyze
process at certain intervals in time, so that a monitoring of the evolution of the
performance, of the extent to which the objectives are reached and the progress is
recorded, is possible.

The following question (4) identifies the actors involved in the assess As we
can notice in Table 5.1 the results show that the employees are most frequently assessed
by the head of department where they are employed (average 3,29), being followed
immediately by the direct supervisor of the assessed person (average 3,27) and the firm
manager (average 2,64). The self-assessment, which should come to complete the
general evaluation, being an instrument through which the employees are able to support
the own perspective, reported to the own performances, records a pretty low use among
the investigated firms (average 2,18). Considering the fact that one of the scopes of self-
assessment is the self-development of the individual, we find that the involvement of the
employees in the improvement process of the own performances takes place pretty
seldom. A possible cause could be the fact that most often the assessments are used for
the aim of justifying administrative measures, according to the results obtained on the
investigated sample, thus the appropriate progress of certain activities in the area of
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human resources being more important than the subsequent development of the

individual.
Tabelul 5.1 Actors involved in the assess
Average  Standard
deviation 6
a | Experts from human resource department/ manager of 2,12 1,619
human resource department
b | Head of department 3,29 1,548
c | Direct supervisor of the assessed person 3,27 1,715
d | Company manager 2,64 1,520
e | Peers from the same hierarchic level with the assessed 1,69 1,120
person
f | Specialized consultancy firms, 1,47 0,9
g | Company clients 1,84 1,151
h | Self-assessment 2,18 1,415
i | Assessed person’s subordinate 1,51 0,791
Jj | 360 deegree feedback 1,75 1,294

We also notice that in the table above the fact that in specialized consultancy
firms, the assessed person’s subordinate and his peers are almost never involved in the
assessment process, in all of the three cases the average being very close to 1,00. For
instance, in the western companies, where there is a long tradition in respect of the
performance assessment activity, there are numerous examples for the way in which
they have given up conventional techniques, creating new unusual systems, which prove
to be much more suited for the aim of the assessment.

Considering the fact that five of the variables have values below average (peers
from the same hierarchic level with the assessed person, firm clients, the employee
himself, specialists from the human resources department), as can be noticed from the
Table 5.2, we cannot expect to obtain very high levels of the average neither in respect
of using the 360 grade degree feedback, due to the fact that this type of assessment
implies concomitant involvement of several categories of evaluators from several
hierarchic levels. This was verified also by using the Pearson coefficient of correlation,

between the variables involved in the discussion (Table 5.2).
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Tabele 5.2: Corelations between different assesors involved in the performance

appraisal
360 Experts Peers | Company Self- Assessed
deegree from fromthe | clients | assessment | person’s
feedback human same subordinate
résource | njerarchic
department level with
the
assessed
person
Pearson -0,002 0,334* 0,533** 0,360** 0,448**
Corealtion
Sig (2- 0,987 0,014 0,000 0,007 0,001
tailed)

* Corelation is significant for p < 0,05
** Corelation is significant for p <0,01

The following questions of the questionnaire (5,6,7) are aimed to identify the
criteria, methods but also main stages on which the managers rely in the employees’
performance assessment process.

In order to check the existence of a statistical link between the use of the
management through objectives as assessment method, and the modalities used by
managers for the improvement of the employees’ performances, we have subsequently
performed the Pearson correlation. We must bear in mind that significant but not very
strong connections were obtained for three of the strategies used by managers to increase
the performances of the own employees, i.e. rewards according to the obtained results,

setting the employees’ objectives and promotion, as can also be noticed in Graphic 5.5.

Frecventa utilizirii metodelor de evaluare
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Graph 5.5: Frequency distribution regarding the assessment methods
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Indeed the fact is confirmed that the managers using most frequently
management through objectives are the ones for which the setting of goals for the
employees and their rewarding according to the obtained results represent the most
appropriate ways to improve the performances at the working place.

Results regarding the objectives of the assessment. Keeping in mind that the
performances assessment activity is very largely connected to the other activities taking
place within the human resources function, through the following question we have
intended to identify the purposes for which the assessment results are most frequently
used.

As can be seen in Table 5.6, the invariability of the use of the assessment results
for the aim of taking administrative decisions (average 4,22) is also demonstrated by the
low value of the standard deviation (¢ = 0,891). This shows that the deviation from the
average is pretty low, that is, almost all respondents managers use the results of the
assessment in taking administrative decisions (retaining or promoting the employee on
the position, if the assessment is favorable; transfer if the person fits better in another

place; demotion or dismissal in the case of an unfavorable assessment).

Table 5.6: Objectives of the assessment

Average alldarQ

ageviatlo
a | Administrative decisions 4,22 0,891
b | Motivating and rewarding the employees 3,93 1,168
¢ | Analyze and description of job 3,76 1,138
d | Employees’ training and development 3,71 0,936
e | Recruitment and selection 3,4 1,486
f | Planning human resources and career development 3,25 1,220
h | Employees’ integration at the working place 2,64 1,393

As we notice in Table 5.6, from the point of view of the respondents managers,
motivating and rewarding the employees represents another important scope of the
performance assessment activity (average 3,92).

Regarding the variable recruitment and selection, the average obtained is 3,40.
Assessing the employees’ performances thus starts as being a validation process of the
personnel selection procedures, because it offers us a feedback regarding whether the

selection was or wasn’t successful.
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We notice from the table above that the lowest average was obtained for the
variable employees’ integration at the working place (2,64) and it does not necessarily
represent a scope of the assessment activity, even if 64% (average 3,2) of the managers
consider that the poor integration of the employees in the working team is one of the
causes for their poor performance (the result was taken-over from the next sub-chapter,
table 5.13). This situation emphasizes even more the fact that in the Romanian firms, the
integration of the employee at the working place, at various levels, is no preoccupation
of the managers, but still, it proves to have repercussions on their future evolution.

We consider that an appropriate professional integration program is very
important, because it influences the ability of the new employee to perform the job
activities, it facilitates his adaptation to the requests of the group of which he is a part,
thus contributing to creating an emotional-social climate that is appropriate for obtaining

high performances and full use of the employees’ potential..

Results obtained on the sample consisting in employees.

Further on, the frequency distributions and some correlations are presented,
which result after processing the responses received from the employees within the
investigated firms.

In respect of the progress of the performance assessment activity, 37,5% of the
employees are worried by this activity and by the results which they are going to score,
and for 44,3% dismissal from the firm where they are employed, as a consequence of
poor performance affects or discourages them a lot. At the opposite pole, 6,8% of the
employees wouldn’t feel affected if the poor performance scored would be the cause of
their dismissal from the firm, and 8,00% no not display at all any concern in connection
with the assessment activity and the results that they are going to score.

Going further with our analyze, we have further found that the employees for
which the results obtained after the assessment do not represent reason of worry, are not
affected or discouraged by the fact that they could be fired as a result of poor
performance (r = .369, p < 0.05).

Further on we want to present comparatively the results regarding the means

used by managers to improve the individuals’ performances, but also what triggers the

-19 -



Thesis summary

employees to have better performances at the working place; all these being determined
by the employees’ perspective.

The results obtained confirm the strong importance given by the employees to
extrinsic motivations, signaling that the basic needs are not entirely satisfied, and the
higher ranking needs and intrinsic motivations only manifest in very low proportion.

Continuing the depth analyses, we have correlated the items within this question
with some social-demographic characteristics of the respondents, i.e. the level of
education, and the results obtained are presented further on. Thus we have intended to
check how the education graduated by the employees influences the way in which they
valuate the performance improvement strategies.

The influence of the education graduated by the employees on the way in which
they valuate their involvement within the firm, as a way to stimulate performance is
reflected through obtaining a direct, positive correlation between those two variables (r =
0,245 p < 0,05). As the researches made at Hawthorne, lead by Elton Mayo have
demonstrated, the feeling of participation/ involvement of the employees in certain
activities within the firm is a motivation mechanism which can sometimes exceed the
work conditions.

Thus we can affirm that the employees’ preference for the one or the other of the
performance improvement strategies varies depending on their level of education.
According to the correlations illustrated in Table 5.9 the hypothesis “there is a direct,
positive relationship between the level of education and the employees’ preference for
certain performance improvement strategies” is confirmed.

Another statistical significant connection obtained by us is the following: the
employees who consider that the poor integration in the work team is a cause of poor
performance, are motivated by the organizational climate for the improvement of the
results (communication, relations with the co-workers, work conditions) (r = 0,418 p <
0,05). Indeed, as long as a favorable working environment does not exist, free of
conflicts or other strained relationships, the employees shall not use at the maximum the
potential that they have, and consequently no superior performances shall be obtained.

The information is important for the firm management in the circumstances in
which the stimulation of the cooperation between the employees determines

performance.
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In consequence the hypothesis: there is a significant connection between the
causes of poor employees’ performances and the reasons that determine them to
achieve better results is validated.

In the next question (15), the employees are requested to self-assess themselves
depending on the performances obtained, through a grade. Most respondents have self-
assessed themselves as having a “very good” performance (49,5%), within the last
assessment, and only a percentage of 4,4% consider that their performance at the

working place is ,,excellent”.

Distributia privind gradul de satisfactie al angajatilor fata de activitatea de evaluare a
performantelor
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Graph 5.6: A comparation about the degree of employees’ satisfaction refarding
the appraisal performance activity

Surprising is the fact that no employee has answered that he self-assesses himself
as having a “satisfactorily” performance, although when asked about the actual
qualification obtained at the last performance assessment within the firm, 5,6% have
responded “satisfactorily”. In spite of all these we have identified from statistical point
of view a strong correlation between the answers to the two questions (r = 0,516 p <
0,01). We notice a slight discrepancy between the employees’ perception regarding the
own performance and how the performance is in fact assessed by his supervisors. This is
due to the fact that the employees are not very familiar with self-assessments, but also to
the fact that, as shown before, in most investigated firms the assessments are more often

done from just one angle (the one of the direct supervisor or the department manager).
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The results obtained on the two pair samples (managers and employees).

In order to notice if there are significant differences between the respondents’
answers, managers respective employees, (we refer only to shared questions, which were
addressed to both parties), in the interpretation of the results we will use the values of
the t test on the two pair samples. The reason for choosing such analyze solutions was
based on the fact that in the case of this research subject, in order to obtain wider and
more relevant results it is necessary to have the managers’ opinions as well as the
employees’ perspective.

If we refer to the scopes for which the latest performance assessment results
were used, within the investigated firms we notice from Table 5.11 that in the case of all
variables significant differences appear between the two groups (managers and
employees), proving that the employees were not advised from the beginning on the
scope of the assessment, or that the results of the assessment weren’t in the end used for
the scope set at the beginning. Therefore it is our opinion that it is necessary that both
parts participating (assessors and assessed) are aware and agree on the scope of the

performances evaluation activity.

Table 5.11: The scopes for which the latest performance assessment
results were used

Average Average Value
(managers) | (employees) test t
a | Promote employees 3,72 2,08 6,072*
b | Equity rewarding 3,8 2,35 5,633*
¢ | Performance feedback 3,84 2,94 3,731*
d | Identify training and development needs of 3,32 2,42 3,329*
employees
e | Improving employees’ performances on the 3,72 2,44 5,658*
job
f | Motivational support 3,4 2,23 5,790*
Planning professional career 2,89 1,77 4,813*
h | Administrative decisions 2,88 1,73 4,077*

*Values of test ¢ (pe esantioane perechi), which indicate semnificative differences (p < 0,01),
between the two values compared
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The next question (11) Is the assessment interview a practice in your firm? was
addressed to managers as well as to the employees, to compare again the answers
obtained from the two groups. We notice from the graphs from below that in 53,3% of
the investigated firms, on the sample consisting in managers the assessment interview is
a practice, and the remaining 46,7% declare that in their firms this phase is absent from

the performances assessment process.

Procentul firmelor in care se practica interviul de evaluare pe esantionul format
din manageri

46,7%

53,3%

O Da
B Nu

Graph 5.10: Distribution of manager respondents regarding the practice of
assessment interview in the firm

Procentul firmelor in care se practica interviul de evaluare pe esantionul format
din angajati

47,3%

52,7%

O Da
3 Nu

Graph 5.11: Distribution of employee respondents regarding the practice of
assessment interview in the firm

On the sample consisting in employees, the proportion is vice versa, most
employees declaring that within their firm, assessment interview is not a practice. The
communication of the assessment results is an emotional experience for both sides
taking part in the interview. Many managers find it difficult to discuss the negative
aspects of the assessment and therefore try to avoid the feedback interview. An
employee may not be always aware of his weaknesses and of their consequences; but
they cannot be eliminated if the employee is not connected to this feedback.
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We consider that the assessment interview is playing an important role in
creating an environment of trust at the working place and in the development of
interpersonal relationships. Within the assessment interview the employee is helped to
better understand the problems, to take on responsibility for these and to think of
modalities to overcome them by using his own inner resources; thus, many problems can
be avoided before they degenerate into conflicts.

Through the next question (12) we have intended to observe the most important
aspects within the assessment interview, and for the manager respondents we have
identified that the most important aspect is the confidentiality of the assessment results
(average 4,29). (Table 5.12). Indeed, creating conditions to keep the confidentiality of
the appraisals offered by the evaluators is a very important aspect in the process of
assessment. For an objective assessment it is recommended that the assessments of the
unique evaluators are not known, but the sum of their assessments. Thus, beside the
increase in the objectivity of the results, possible intra-organizational conflicts which
could come up as a reaction addressed to the evaluators can be avoided.

In exchange, we find that the employees are suffering from the impossibility to
express their own opinions during the assessment interview (average 4,73). In this
variable too we find in Table 5.12 that there is a significant difference, which is the only
one, between the answers given by the two groups (the value of the t test is -2,672, for p
< 0,01). We understand that from the perspective of the managers, the problem that
during the assessment interviews they do not grant the employees the possibility to
express their own opinions does not appear.

Comparing the results obtained for the two groups, in respect of the causes of
poor employee performance (14), we notice in table 5.13 that there are significant
differences, from statistic point of view, between their answers, (p < 0,05 and < 0,01),
compared to the pilot study in which no difference in this respect was noticed. As
expected, the employees consider to a greater extent than the managers that the main
causes of poor performances are of financial nature; the values of the t test on pair
samples indicate the presence of significant differences for the variables: poor financial
motivation and non-correlation of the results achieved with the rewards received. In our
opinion, such results are due also to the fact that in the employee’s mind the rewards do
not justify the over-effort required for improving the performance; we think that the
reward should be perceived by the other employees within the group as being fair and
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correct, so that they have no hard feelings for the decreasing of the own level of
performance. Indeed, money is the most clear and frequent way to stimulate
performance, but they are not the only means to motivate the employees (Popescu,
2009:229). In fact, employees who sense their wage as being fair, are also responding to
non-material incentives.

In contrast to the employees, managers consider that the expected results are
conveyed clearly to the employees and that the employees know their tasks and
responsibilities and therefore do not feel that these causes would affect their
performances. In the case of those two variables too, the values of the t test show us that
significant differences appear between the two groups (p< 0,01). Therefore, the
hypothesis: “There are significant differences between managers and employees in
respect of the causes determining poor performances among employees” is confirmed.

Because we wanted to identify not only the causes of poor performance, but also
the measures taken by managers in the case in which the employees have results below
standards, we have asked both groups the following question: (15): ,,What is the
procedure if the employees have results below the expectations?”

The results obtained on the sample consisting in managers show the fact that
most often they identify together with the employee specific actions which may lead to
the improvement of the performances (average 3,85), followed by the identification at
management level of concrete measures in this respect (average 3,76). Indeed, these
would be the first and most desirable measures which should be taken. In exchange,
from the results obtained on the sample formed of employees we notice (Table x) that
most often the managers apply non-financial sanctions (average 3,5) and only then
financial sanctions (average 3,14), probably regarded as an extreme measure.

Through the following question (16) we have intended to identify the managers’
opinion, but also the employees’ opinion, regarding the actions that must be taken in
order to increase employee performance, and to check the relations between the
variables. We notice that on the first place in the managers’ actions intended to improve
the employees’ performances is to set objectives for the employees, the average being of
4,24, but, from the statistic point of view there is a great difference between the
managers’ opinion and the employees’ opinion (the value of the t test is 5,092, for p <

0,01), regarding this variable.
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We consider that this result may also be due to the way in which the objectives
are set (with or without the participation of the employee). In the circumstances in which
anterior results have shown that 52,7% of the employees have declared that within their
firms there is no assessment interview, it is hard to imagine that the objectives are set
through a cooperation between the manager and the subordinate.

Setting objectives may motivate the employees, through their participation in the
managerial decisions, it contributes to the development of interpersonal communication
within the group (by discussing the objectives and assessing the results) and increases
the control within the organization (by setting individual objectives and their time-to-
time analysis).

On the other hand, a great disadvantage is the fact that management through
objectives does not render results under any given circumstances; in a relational non-
communicative environment, where the managers are not capable to communicate with
their subordinates, this procedure is endangered in its essence and may lead to
resentments among the employees (suspicions appear, formalist and insincere dialogues,
conjectural engagements, the fear of communication is manifested).

Considering that the interests, attitudes and needs of the employees are differing,
it is obvious that the motivation strategies for the improvement of the performances shall
obviously be differing, too. Knowing the motivational structure of the employees, the
manager shall know how to use the best means and modalities to stimulate this structure,
the result being certainly the increase in the degree of motivation and the performing
involvement in the activity rendered (lelics, 2001:152).

We thus bear in mind as a conclusion the fact that for the employees the
motivating modalities to improve their performances are the ones connected mainly to
the extrinsic aspects, which have a limited effect on the stimulation of performance, and

less the ones connected to the intrinsic, non-financial aspects.
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CONCLUSIONS AND PERSONAL CONTRIBUTIONS

In chapter 6 we present the conclusions drawn after the interpretation of the
research results, and which have relevance for the theses theme. Thus, we mention that
the existence of two types of complementary questionnaires has allowed us to identify
alternative opinions of the managers and employees regarding the studied issues,
offering an overall image.

In order to have an overall image of the entire paper we have structured the
conclusions in three parts: a) presentation of the paper’s main contributions, at theoretic
level as well as at applicative level. b) pinpointing the implications of the present
research at managerial level, in the professional assessment activity of the employees. c)
presentation of the main limitations of the paper and identification of future
opportunities for research, starting from the results obtained.

a) At theoretic level the main contributions of our scientific approach consist in
enriching the specialty literature, in the area of human resources, through:

e analyze of the main characteristics of the performance assessment process, by
emphasizing the strategic alternatives available to managers

e clarification at methodological level of the characteristics of the main
performances assessment methods depending on the objectives aimed by the
firms

e setting the role and place of human resources management within the
organization management.

e clarification and delimitation of the concepts of performance assessment and
performance management. Even if in many of the articles studied the two
concepts were placed on the same level, or there even were confusions regarding
their significance, we wish to make the remark that performance management is
a process including the performance assessment activity, thus becoming more
than an annual or bi-annual discussion regarding the results achieved by the
employees. Performance management is the process through which the company
creates the context in which each person performs, using at the maximum its
specific qualities, abilities and competencies.

e |dentification of the improvement strategies for the employees’ performances

and making an analyze and classification of these strategies, from an own
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perspective. We consider that this classification of the performances
improvement strategies is useful for the identification of the needs and
motivating factors among the employees. A manager cannot force his employees
to obtain superior performances, but he can adopt certain strategies which would
lead to an organizational climate in which the attitude for performance is
promoted.

b) Through the results obtained, the practical study drawn up within the PhD
thesis brings some important aspects to the attention of the general managers as well as
to the attention of the human resources managers especially.

One of the major contributions which this paper brings is connected to
identifying improvement strategies for the employees’ professional performances. We
must state that these strategies cannot be applied randomly but shall be correlated with
the employees’ needs and with the objectives targeted by the organizations’
management, being at the same time derived from the general strategies. The employees
can be motivated efficiently only if their needs are known (more exact the hierarchy of
needs). In this approach, the managers can appeal to various motivational theories,
adapted to the respective situation and to the own motivational structure of every
employee.

Starting from the results of the study we consider as useful following
recommendations, suggestions for the firm management/ human resources management:

e the managers should know their employees through informal relations/ activities
and identify first of all their needs, in order to be able to adopt appropriate
motivation strategies for the improvement of the individual performances.

Discrepancy between the employees’ expectations and aspirations and what they

are actually offered is one of the reasons for which they do not make additional

efforts within their activities. Following quote is very suggestive in this respect:

,,The person leading a company should realize that his people do not actually

work for him; they work with him, for themselves. They have their own dreams,

their own needs of fulfillment. He (the manager) must help them satisfy their

needs to the extent to which they do it themselves” (Ursachi, 2001).

e during the entire study performed by us we noticed that the scope of the
assessment in most firms subject to research is to offer a foundation for the

taking of administrative decisions (average 4,22). Therefore we recommend that
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the firms deem the assessment activity as an employee development activity. We
do not consider appropriate that an assessment for administrative purposes takes
place at the same time, together with the assessment targeting the employees’
development needs.

e the main problem posed by most assessment systems is that the performances are
measured only once a year (50% of the investigated firms have declared this).
Therefore the feedback is too weak in connection with the activities developed in
the firms, or when the feedback appears, it comes too late. We consider that
assessment points should be set as closely possible to every activity of the
employees so that they can receive a direct, immediate and relevant feedback.
We would recommend to have, for certain positions, assessments performed after
a project or cycle of activity and not necessarily in fixed intervals of 6-12
months. For an extension of the benefits of the assessment it is recommended to
resume the process of analyze in certain periods of time, so that a monitoring of
the performance evolution, of the level of accomplishment of objectives and of
the recording of progress can be done.

e the assessment criteria must be developed based on the analyze of the positions,
which thus becomes under these circumstances a necessary condition. The
managers must make sure that they include in the assessment performance
criteria relevant for the respective position and for the organization. For a better
objectivity of the assessment we recommend to refine the assessment criteria.
This can be done by forming a group of professionals from the respective area
who shall be asked to draw up a ,,robot portrait” of the ideal employee.

e the performance standards must be communicated in writing to the employees, in
order to avoid possible confusions among them.

e considering that the subjective assessments reflect especially the appreciation of
the behavior linked to the position, they must be supported based on objective
criteria.

¢) Limitations of the study and future research perspectives. Starting from the
identified limits, a series of research perspectives can be emphasized starting from this
study; by depending these perspectives shall offer more vast information regarding the

studied theme:
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e re-applying the research on a representative probabilistic sample of companies
that would allow the generalization of the results and the extraction of
conclusions referring to the differences between the various types of companies.

e longitudinal application of the study, in a manner that allows comparisons in
time and pinpointing as exact as possible of the progress or regress achieved.

e in this respect we find it appropriate to follow through a future research the
performances recorded by the employees in two different moments in time:
before the implementation of certain strategies and after their implementation, in
order to make a comparison and to observe if there has been an improvement
indeed at the level of results obtained in this period of time. Thus the assessment
shall not be only an assessment of the conformity of the results with the
objectives set before, approach which is in its nature restrictive, but shall also
mind the initiative taken within the orientations generating development and
progress through the effective involvement of the employees in this process

e another interesting direction of research would be to consider the differences of
type in adopting the various performances improvement strategies and even in
the process of assessment. The connection between the two perspectives may
help us to better understand the barriers with which women and men have to
cope in their professional development.

The stage of the turning into account of the research was concretized and shall
further be concretized through dissemination actions of the results obtained and the
knowledge gathered process of extremely great importance in the progress of scientific
knowledge. The results of the present research have been turned into account through the
drawing up of scientific papers (scientific articles, communications), books, PhD thesis
concretized through public spreading in written form. Through these specific forms of
circulation we want to pass the own ideas, the conclusion of the research, contributing to
the development of the valuable fund of ideas and to bring additional knowledge,
opening new directions of research in the investigated area, for the solving of certain

concrete problems in the managerial practice.
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