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EMPLOYEE APPRAISAL SYSTEM
ASATOOL FOR MODERNIZATION OF PUBLIC
ADMINISTRATION - THE CASE OF POLAND

Abstract. In recent years, a number of modern management solutions have been
introduced in the public administration in Poland: management accounting, annual and multi-
annual work-related plans (task budgets), numerous strategies and programs, as well as many
human capital management solutions from professionalisation of staff selection and job
evaluation to modernization of the pay systems. On the one hand, these efforts should be highly
appreciated, as well as the effects that they have brought. On the other hand, it is far reaching to
achieve full success. Problems arise from the low level of integration of individual solutions -
they do not form a coherent whole. This article discusses the proposal to integrate all
management activities with the use of the employeeappraisal system and is based on the
numerous studies and observations of the practice of the Offices in Poland and their
transformation.

Anomayia. OcTaHHIMH pOKaMH y Jiep>KaBHOMY ynpasiiHHi y [lonbmii Oyno BopoBakeHo
HU3KY CyYaCHHUX YIPABIIHCHKHX PIIIEHBb: YIPABIIHCHKUI OOJIK, piuyHI Ta OaraTOpiyHl IJIaHU
pobotu (Or0[KEeTH 3aBlaHb), YHCICHHI CTparerii Ta mporpami, a TakoX Oarato pilieHb 3
YIPaBIIIHHS JIOJICBKUM KariTaioM, Bi npodecionanizaiii BuOOpy rnmepcoHairy Ta OIiHKH POOOTH
710 MOJIEpHi3alLlii CHCTEeM OIUIaTh Tpari. 3 OAHOTro OOKY, IIi 3yCHIIJIS a TaKOXK €(PEeKTH, SKi BOHH
MIPUHECITH, TIOBUHHI OYTH BHUCOKO OIliHEHi. 3 1HIIOTO OOKY, A0 JOCSITHEHHS MOBHOTO YCITIXY I
naneko. [Ipo0GieMn BUHMKAIOTH 3-32 HU3BKOTO PiBHS IHTErpamii iHAUBIIyaJbHUX PillleHb - BOHU
HE YTBOPIOIOTH €IUHOTO ITiIoro. Y i CTATTI PO3IISIAAETHCS MPOMO3UIlIS 1HTETPYBaHHS BCIX
YIPaBIIHCBKUX Ji 32 JONOMOTOI0 CHCTEMH OLIHIOBAHHS MEPCOHATY Ta IPYHTYETbCS Ha
YUCJIICHHUX JOCIHIDKEHHSIX Ta CIIOCTEPEKCHHSIX 3a MPAKTHUKOK ISIIBHOCTI aaMiHICTpaliid y
[onpmi Ta ix Tpancdopmariii.

Annomayus. B nmocneaHue roapl B rocy1apcTBEHHOM yrpasieHUH B [lonbie BHeApseTcs
PAL COBPEMEHHBIX YIPABICHYECKUX PELICHUN: YIPABICHYECKUN Yy4eT, €XKEroJHbIE U
MHOTOJIETHUE TUTaHBI PabOThI (010 KETHI 3aJjaHuii), MHOTOYHUCIICHHBIE CTPATETHH U TPOTPaMMBbI
U MHOTHE DELICHHS [0 YIPABICHUIO YEIOBEYECKUM KAMHUTaJIOM OT MNpodecCHOHATN3ANH
oTOOpa mepcoHana U OIEHKU PadOThl MO MOAEPHU3ALMIO chcTeM Bo3HarpaxiaeHus. C omgHoi
CTOPOHBI, 3TU YCWIHUSA, a Takke 3((EeKThl, KOTOpble OHH MPHHECIH JOJDKHBI OBITH BBICOKO
ornieHeHbl. C Apyrod CTOPOHBI, 3TO JNajeKO HE MONHBIA ycrex. [IpoOiiemMbl BO3HUKAIOT H3-3a
HU3KOTO YPOBHSI MHTErPAIliU OTIENIBHBIX PEIICHUN - OHM HE 00pa3yroT eauHoe Ienoe. B aToit
CTaTbe paccMaTpHUBaeTCs MpeayoKeHue 00 HMHTEerpalMHu BCeX YINPaBICHUECKUX JEHCTBUH C
[IOMOIIIBI0  CHCTEMBbl OLEHKM TIepcoHala, KOTOPOE€ OCHOBAaHO Ha MHOTOYHMCICHHBIX
UCCJIEIOBAaHMIX U HAOMIOACHUIX 3a MPAKTUKON NesATeNbHOCTH agMuHUCTpanuil B [lonbiie u ux
TpaHc(hOpMaIHH.
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Objectives of employee appraisal system in the organization
management

Employee appraisal system is the management tool that is commonly used in
commercial and public administration organizations to gather information on the
effectiveness, quality of work and attitudes of employees that are essential to all
key decisions for employees, such as:

« financial (eg salary regulations, awards),

* organizational (eg adaptation of the way the tasks are performed to the
preference of highly-valued employees),

» atmosphere (promoting effective behavior and eliminating negative
behaviors that hinder the organization's main tasks);

* dismissal of employees (termination of cooperation with employees not
meeting the employer's expectations).

The second and most important function of the employee appraisal system is
the planning of the future. On the one hand, it is possible to plan the professional
development of employees (eg training, promotion planning, substitutions, etc.)
and, on the other hand, the development of the organization on the basis of
information on employee competencies and their needs. The employee's
assessment refers to the past, ie the tasks that have been completed and the way in
which they have been accomplished, but it is also a declaration for the future -
based on the assumption that the employee's future performance will not be worse
and probably better than the previous one.

This kind of knowledge allows not only to properly allocate the budget of
the Office, but also to treat the employees actually fairly by adjusting the benefits
to both the existing and the expected results of the work of individual employees. It
IS obvious that highly-rated employees should not only receive the right prize for
their successes, but also receive jobs that are appropriate to their professional
competencies. On the other hand, low-performing workers can receive the
necessary support and take action to improve their standards of performance and
maintain employment. The staff appraisal system may be composed of several
elements and should cover all employees in the organization.

Evaluation is usually made in annual or bi-annual periods. With the
development of human resources accounting (HRA) and the recognition of the
strategic importance of human capital to the organization, it is beneficial to
evaluate all employees at the same time. As a result, collective evaluation reports
identify the strengths and weaknesses of an organization and enable organization to
plan their development using the development potential of their employees.

Excluding top-level employees and employees who are considered to be
particularly valuable to the organization for some reasons, the standard is that the
key responsible persons for the assessment are employee (as a self-assessment) and
a direct supervisor. Usually the person who first evaluates is the employee himself.
In this way, the need for personalized treatment of employees and the
organization's dedication to their opinions and needs are emphasized.
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The key part of the assessment process is the employee meeting with the
supervisor. It is recognized that only direct (and comfortable handling) contact
with a supervisor enables the proper discussion on the final assessment, feedback
and a plan for further action. The suggested method of solving this type of
challenge is ‘problem solving’ method, which unlike ‘tell & sell” method, does not
serve to convince the employee of the reliability of the supervisor's assessment, but
to solve the problem together.

Staff appraisal should be based on objective information (facts) or
maximized objective information that should be sought in IT systems and human
resources documentation, but also use organizational research such as customer
opinion surveys, employee opinion surveys, audit findings, business partners,
knowledge gained through functioning in the organization of quality maintenance
systems, accounting, etc.

The demands of greater efficiency of employee appraisal systems in
Polish public administration

A wide range of tools, systems and policies have been implemented in the
public administration in Poland aimed at streamlining the organization, including
the employee appraisal system. Generally, the most of employee appraisal systems
were implemented in response to requirements established by law. This approach,
on the one hand, is a response to the need for rapid implementation of modern
management methods in public administration in Poland and a low assessment of
the innovativeness of the Offices in this area. Confirmation of the need to conduct
periodic evaluation of employees with the help of the law may give this solution
additional prestige. On the other hand, this way of implementing the system may
result in the recognition of this solution as a mandatory obligation, not significant
for practice and to reduce the problem of employee evaluation to a ‘questionnaire
completion’ in order to “fulfil the task’.

The key question is whether the implementation of the system should mean:

a) performing periodic evaluation - "completing the procedure",

b)  obtaining the results of periodic evaluation in accordance with the
actual situation,

c)  obtain results of periodic evaluation in accordance with the actual
situation, allowing the management decisions key for the organization and its staff.

In order to use high-efficient employee appraisal systems (and often even the
sense of using them) in the Polish public administration, it is necessary to
implement the following practical postulates:

1. Criteria for assessing effectiveness, quality of work and attitudes are
consistent with the needs of the Office and are updated,

2. Measures of the evaluation criteria are based on facts and are specific,

3. Criteria for evaluation are scaled in such a way as to promote people
being significantly beyond expectations.
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In addition, it is necessary to adhere to other universal principles of a well-
functioning employee evaluation system that are relevant to both public
administration and other organizations (NGOs):

4, Employees know the purpose and principles of evaluation.

5. Assessors have the practical competence to evaluate employees.

6. Employees receive complete feedback on the results of the
assessment.

7. Employees together with the supervisor translate the results of the
periodic assessment into a professional development plan to use their strengths to
improve areas for improvement.

8. Employees carry out a professional development plan and are
accountable for this.

9. Employees and managers treat periodic evaluation as a tool to
improve the performance of own team and organization.

In conclusion it is worth pointing out that the employee evaluation system
cannot be suspended in a vacuum and in practice it is not addressed to employees-
officials, but in the conditions of public administration to the citizens. It means
that:

1. It is a tool for the implementation of the Office's strategy - the
performance objectives of all staff must be assessed in terms of the objectives of
the Office and the competences of the Mission, Vision and Values.

2. It is a tool for budget management - the results of evaluation must be
taken into consideration both in the clearing of previous periods but also in the
planning of expenditure for the next period.

3. It is a tool to support risk management - the results of evaluations
must indicate the most important threats to the organization resulting from the
imperfection of human capital of the organization.

4, It is a tool to support the development of an organization -
assessments must identify areas where development will maximize return on
investment.

The existence of employee evaluation system on the one hand reveals the
shortcomings of the public administration. On the other hand, it can be an
integrative component for all management system components and tools, as well as
serves as a guide to the development of employees and the organization as a whole.
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Llepeina JI.A.,
KaHJI. €KOH. HayK, JIOICHT,
Kadeapa eKOHOMIKH T1IIPUEMCTB,
Homeecovkuii €.,
CTYJICHT,
JIBH3 «KuiBchkuii HallioHaTbHUN €KOHOMIYHUIN YHIBEPCHUTET
imMeH1 Baguma I'etbmanay

THHOBAIIIMHI TEXHOJIOI'TI B CUCTEMI YIIPABJIIHHSI
INEPCOHAJIOM HA CYYACHOMY HIAITPUEMCTBI

CrpiMKul pO3BUTOK PUHKOBOT eKOHOMIKH XXI CTONITTS 3yMOBIIIOE IOTPEOyY
B PO3pOOJIEHHI 30BCIM HOBHMX MIAXOJIB J0 YNpaBliHHS nepcoHanoM. CbOrojHi
TOJIOBHUM pE3€pPBOM TIiJANPHEMCTBA B TIEPIIy 4YEpPry € TMpaIiBHUKH, SKi
3a0e3MeYyl0Th SKICTh Ta KOHKYPEHTOCIIPOMOXKHICTh MPOAYyKIli. Takoxx «HOBa
reorpadiss TajmaHTy» Ta PYIIIHHI Tporiecu B Oi3Heci BuMaraioTh HoBux HR-
nigxoaiB. Y Ham vyac HR-MeHemxepu He mMpoCTO MOBUHHI MaTh, a ¥ aKTUBHO
BUKOPUCTOBYBAaTH NPHUHIIMIOBO HOBI AaHAJNITUYHI 1HCTPYMEHTH JUIsl ONTHUMI3aLli
MPOAYKTUBHOCTI Ta YNPaBIIHHS TaJaHTaMH 3TITHO 3  KOPIOPATUBHUMU
cTparerismu [6, 7].

HaiiMmoryTHimmi 1HCTpYMEHT 3a0e3leueHHs KOHKYPEHTO3JaTHOCTI Ta
PO3BUTKY — II¢ O€3CyMHIBHO CHCTE€Ma YIPABIIHHS TMEPCOHAJIOM Ha CY4YaCHOMY
nignpueMcTBl. | 30BCciM He BaXJIMBUM € Te, sika (opMa BIACHOCTI MpPUTaMaHHA
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