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to rank the members of their group according to the efficiency in work, 
starting from the highest to the lowest rank. The ranking procedure is 
relatively simple; however, the assessor may have difficulties in ranking 
the associates in the middle part, while it is easier to separate the ones 
who are best and weakest.

Comparison to pairs: This is a method which requires from the 
assessor to systematically compare every employee to another one in 
the other group (department, enterprise) according to the total work 
efficiency. In each pair, the assessor must decide which of the members 
is better. The assessment is performed for one or several characteristics.

Forced distribution: This is a method of group ranking which can 
be useful in the following examples:

• An assessor should assess many associates

• Rough differentiation is sufficient

• One can assume that the distribution of work efficiency of the
associates corresponds to the normal distribution.

The task of the appraiser is to arrange the assessed in several 
categories for work efficiency, whereby every category will have an 
advanced determined percentage of the ones which can be classified in 
the category [5,6].

The assessor assesses the employees within fixed distribution 
between the levels of performances; 10% unsatisfactory, 20% sufficient, 
40% satisfactory, 20% good, and 10% excellent. One of the reasons why 
this technique was created is to assess problems such as excessively 
good grades or when all employees are averagely assessed. On the other 
hand, if all employees are assessed as excellent, this means that the 
evaluation system was not properly used.

It is assumed that only a relatively small percentage of people work 
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Introduction
Assessment and the need of its implementation

The development of a system of assessment of successfulness 
should be an important segment in the managerial action. Assessment 
of employees is an important task of management, because it should 
be able to undertake administrative decisions which cause changes in 
the employee. The management should have the current information 
about the successfulness of the units and the sectors. Through the 
assessment of the individual successfulness, the management can 
obtain information about the units where the employee acts.

The system of assessment of successfulness provides information 
to managers, related to the skills and the abilities of the employees, and 
with a quality supervision. If this system is successfully implemented, 
sufficient required information is provided to the management for 
analysis of the role for effective successfulness and for the development 
of the employees [1,2].

The assessment process is not simple to implement, because it 
includes a debate on the efficiency of the employees, criticism and 
praise is accepted, they indicate the strengths and the weaknesses, and 
in some cases also a recommendation of some of the employees to build 
their future somewhere else.

Methods of Assessments
The work efficiency is usually assessed from the existing assessment 

methods. In many types of work, they are usually the only way to 
distinguish and assess the work efficiency in both employees and 
managers. For this purpose, many methods and assessment techniques 
have been developed. They are distinguished by the level of elaboration, 
the ways how they are applied, the criteria for assessment, some rather 
emphasize the general properties, the work behavior, the results, etc. 
The most famous assessment methods are: the comparative method, 
scales of assessment, and “check-list” [3,4].

Comparative method

The comparative assessment method is a method which compares 
the individual to the other employees and it can be reviewed through 
the following methods: ranking, comparison to pairs and forced 
distribution.

Ranking is simpler and oldest method which requires the managers 
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significantly above the average, the percentage of unsuccessful people is 
low, while everyone else is somewhere in the middle (Figure 1).

The advantage of the comparative method compared to the other 
methods is that by forcing the assessors to compare the associates who 
assess, and then they eliminate the emergence of standard errors of the 
assessor (the gentleness, the strictness and the central tendency).

Scales of the assessment

This assessment method belongs to the category which assesses the 
individual efficiency compared to some previously established work 
standards, that is, criteria on the work success.

Usually two reasons are pointed out for its popularity:

•	 It is relatively easy to construct it

•	 They try to be increasingly objective.

According to the scale of assessment, there are two basic groups: 
graphical and descriptive, that is, descriptive scales.

Graphic scales: It is more frequently applied as an assessment 
method. The simplest example of this method is school assessment 
of five numerically expressed levels. They can be continuous and 
discontinuous, that is, they may have many levels, and it is possible 
to use different characters, lines, verbal designations, that is, adjectives 
(bad, above-average, average, below-average, excellent) (Figure 2) [7,8].

Descriptive, that is descriptive scales: This is a method wherewith 
instead of a number of some other attributes, short or detailed 
description is provided in every dimension of the efficiency. There are 
numerous variants and they differ according to the elaboration in the 
description of the behavior which denotes bad or good work efficiency, 
which enables the assessors to more easily and more objectively detect 
and determine on the specific work behavior. Many enterprises assess 
that, with the application of the descriptive scale, they are able to learn 
as much as possible about the level of competence of their members, 
such as the professional, the operational, the interpersonal competence, 
etc. The advantage of this method of assessment is that it is relatively 
simple for application, only a scale for all employees or for the key 
categories of employees can be prepared (for example, for managers 

and non-managers) and specific indicators in the total work efficiency 
can be quantitatively expressed.

“Check-list”

In the attempt to overcome the deficiencies in the assessment 
methods, another method emerges, called a “check-list”, which 
comprises of a sequence of specific reports which describe the different 
forms of behavior in the specific work. The specific behavior at work is 
observed through a sequence of positive and negative reports, while the 
assignment of the assessor is to mark the ones which mostly correspond 
or do not correspond to the work behavior of the person who is being 
assessed.

There are two basic variants of this technique: a list of free choice 
and a list of forced choice. A list of free choice makes several reports 
which describe the work behavior as important for successful or 
unsuccessful performance of the specific work, while the task of 
the assessor is to freely choose, that is, to mark the ones which best 
match the work behavior. The reports by default describe the positive 
and the negative behavior. The behaviors which are being described 
can be unweighted (which means that every positive report brings, 
for example, one positive point, while the negative report brings one 
negative point), and weighted (which means that they should have a 
different weight which if determined in advance, that is, the number of 
positive and negative points they bear).

The list of forced choice tries to objectify the assessment process 
and to eliminate the subjective mistakes of the assessor. The assessor 
must choose in every specific group who suits him the most and who 
suits him the least for the description of the behavior of the specific 
person. Positive scoring is performed in situations when the assessed 
person corresponds the most and describes the work behavior best, 
has positive valorized report, while the person gets negative points in a 
contrary situation.

This method is considered a relative objective instrument for 
measurement of success. Very often its advantage is highlighted as one 
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Figure 1: Compulsory distribution.

 

а) Need of supervision 

 _________________________________________________________  

  Minimal            Very high 

 

b) Quality of work    
      Bad        Below average          Average         Above-average           Exceptional  

        ________________________________________________________________   

         1          2          3           4          5          6           7             8              9           10       

 

c) Initiative     

           1                     2                  3                   4                       5 

      Minimal            Small            Average           High           Exceptional  

 

d) How will you assess the total efficiency of this employee? 

     

Lower 10%            The next 20%     40% In the middle     20%  10% Top 
of employees                                                                         Above-average            employees  

 
Figure 2: Graphic scale.
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of the greatest problems, which is the discontent of the assessor why 
they do not have a control over the actual results of their assessment.

One of the most important reasons for its relatively rare use is the 
fact that the list should be constructed for a specific work, that is, a 
specific job position and the construction procedure is very complex, 
and in terms of its use it is a very expensive technique.

Organizational set-up in the assessment

Who is invited to assess: In regard to the assessment, there 
are different possibilities, some of which are more frequently used 
in practice, while others are rarely used. The assessment requires 
direct knowledge and direct observation of the work behavior. An 
assessor can be everyone who monitors and knows this behavior. The 
successfulness of an assessor depends on his ability to successfully 
observe, and of course, to be able to transform these observations into 
grades. Therefrom, one can conclude that the assessors can be: superior 
managers, associates and colleagues, subordinates as well as the person 
who is being assessed (self-assessment). Recently in some enterprises, 
customers and clients are also assessors [9].

Superior managers: Usually, the managers are traditional assessors 
of work efficiency. Usually, they are superiors who by default constantly 
observe the work efficiency and the successfulness of their associates 
during work. Research has shown that managers include more than 
95% in the assessment programs in industry. Also in cases when the 
assessment is performed by other assessors, the manager also assesses 
the work efficiency, and then a final assessment is obtained based on 
several assessors [10].

Associates and colleagues: This assessment group usually includes 
the members of the working group who can be the best experts of 
some matter. Sometimes it is also called mutual assessment, because 
every member of the group assesses all the other members (apart from 
himself/herself). Sometimes, they give information which cannot be 
obtained from the managers. However, in the enterprise, there is doubt 
in the assessment by the colleagues for many causes. First, the fear that 
the colleagues will be very mild. Second, the concern that it may cause 
competence and mistrust between the colleagues, that is, the associates. 
Some research has shown that the assessment by the colleagues is prone 
to prejudices, such as racial or other prejudices. However, it turned 
out that the assessment by the colleagues is a good prognosis for the 
future work efficiency. Its advantage is that it has several assessors and 
it increases the objectivity in the assessment.

Self-assessment: Recently self-assessment is increasingly being 
used for assessment. It is considered that the participation of the 
employees in the assessment process improves their motivation and 
reduces the defensive attitude during the conversations on efficiency [11].

However, it turned out that self-assessment tends to be milder, less 
variable and usually slightly matches the assessment by the others. In 
practice, managerial behavior is used. The manager and the person who 
assesses performed a separate assessment of the efficiency as a basis 
for a mutual dispute and coordination of the mutual differences. This 
procedure is increasingly applied in the enterprises.

Subordinates: Usually the subordinates assess some dimensions 
of the managerial efficiency such as team work, communication, 
quality, leadership, planning and development of the associates. These 
dimensions such as know-how, administration and innovations better 
assess the subordinates.

This assessment is also called “upward” assessment (companies 

which apply it include Chrysler, IBM, AT&T, etc.) and it provides 
managers a lot of useful information which help them to promote their 
style of management [12].

Consumers and clients: This is one way to get an assessment from 
the external consumers and clients through specialized questionnaires, 
telephone interviews and other standard techniques where the tendency 
is to get an opinion about the efficiency of a specific employee, sector 
or enterprise, about the opinion they share on their work efficiency. 
An increasing number of enterprises use “the customer satisfaction 
with the service” as a basis for stimulating awarding. This technique 
can also be used for valuation of educational programs and processes, 
determination of the educational needs and other goals.

Determination of the time frame

The time frame in assessment is a very important factor for its 
successful implementation. The assessment should be based on 
cooperation between the two parties, therefore, it is desirable to 
choose the time which is appropriate to the parties in the process. This 
period should be a relatively peaceful period of the year or the month, 
avoiding the chaotic moments at the end of the month, the year, after 
the holidays or annual leaves.

The determination of the time for assessment also implies the 
dedication for preparation and its participation, whereby its delay for 
no particular reason may cause resistance and negative signal for the 
values which are assigned to the assessment process. According to 
Hovard Hudson, at least two hours should be provided for complete 
appropriate assessment of a company’s employees. If the assessment 
should exceed this time frame, it is better to terminate the assessment 
and to continue on some other day. In long processes, it is more 
efficient to dispute in depth about some issues, than only to start many 
issues without resolving any in a satisfactory way.

When someone new or someone who has recently been repositioned 
among the employees, is assessed for the first time, it is obvious that 
more matters have to be covered about this person than for someone 
who has been assessed for several years. Increased dedication to the 
new employees and the creation of good relations is an investment 
which will pay off in the future [5,9].

The frequency when the employees should be assessed depends on 
the complexity of their work and their abilities. Everyone should have 
one comprehensive assessment at least once a year, in order to check 
“the current status of the person, his/her course and how he/she will 
succeed further on”. These assessments will probably be sufficient for 
the employees who perform simple works and who have experience. 
For newly employed or for someone who has been promoted recently 
and undertakes new responsibilities, in the beginning a monthly 
assessment should be performed, sometimes even in weekly intervals. 
Such careful observation can prevent eventual problems and it can 
strengthen the ability to work in the new field, and also this builds trust 
in the very process of assessment.

What is valued? 

When assessing the efficiency of work, one should consider the 
following facts: how the worker performs the work, what the results 
are, how well he/she performed the work assignments. Some results are 
measurable, while in many types of works it is impossible to measure 
the results. Furthermore, the measurement of the results does not 
provide complete image, even if it reduces the motivation and the 
satisfaction of the employees. The behaviors can show whether the bad 
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results are a reflection of the inadequate skills of the employees, the 
lack of effort or poor working conditions. Usually the behavior and the 
results are measured.

In the assessment, one should not reflect only the way how the 
employees perform the work assignments, but also their business 
relations, as well as their strives for their career. When goals are being 
determined, one should always have in mind only the outcome, and 
not the possible ways to them. Therefrom, it arises that the employees 
should not be given only an assignment, but also responsibility.

Many managers are concentrated on the uppermost and the lowest 
point of performance in the assessment. However, it would be more 
useful if attention was paid to what is fine at the moment and the focus 
should be on its improvement. Almost 90% of the time for assessment is 
wasted in a dispute for the current and the past performance, while 10% 
of the conversation is dedicated to the future. Although an important 
lesson can be learned from the past success or failure, still the most 
positive results would be achieved if that discussion is an introduction 
for improvement of the future.

Some problems and their resolution during the assessment

In the literature of countries which deal with assessment of 
successfulness for years, there is criticism about the different methods. 
The reasons for the criticism usually arise from the unpreparedness of 
the assessors or from the fact that the instruments for description of the 
job positions are not closely related to the purpose of the assessment.

Both problems undoubtedly emerge as soon as the enterprise starts 
with systematic assessment of the employees. With the intention to 
avoid the mistakes which can objectively be avoided, we will mention 
the most common ones:

• Lack of objectivity is a traditional problem of every assessor.
After ranking the individual characteristics of the employees,
general attitudes emerge, loyalty to the enterprises, the
characteristics of the person who assesses, etc. There will always 
be specific subjectivism, however, quality questionnaires and
training for the assessor are required in order to reduce the
subjectivism.

• Halo effect occurs when the assessor underlines one (positive or 
negative) characteristic of the employee and estimates it more
(for example: neatness), whereby this affects all the others.

• The prejudices of the assessor such as the treatment of males
and females, years of age, religion or nationality can negatively
affect the objectiveness of the assessment. Indeed, it seems
that it is most difficult to fight these; however, they must be
mitigated with the increasing number of specific defined
characteristics which are assessed with grades 1-5 or 1-10.

Central tendency is an error according to which everyone who 
assesses is placed in a space of averageness, with a grade “average” that 
is (with the number) 3 if the scale comprises of five levels. If in some of 
the managers, many average grades emerge, the assessment should be 
changed or it should be repeated upon a request.

Conclusion
Despite of the numerous mistakes which the assessors can make in 

the assessment, there is a sequence of possibilities for their improvement 
although the human can never be a perfect “measuring instrument”. 
However, his responsibility and objectivity in the assessment improves.

There are several ways to improve the business success in the 
assessors such as:

• Training of the assessor

• Provision of feedback

• Use of several assessors

• Horizontal assessment

• Improvement of the methods of assessment.

These techniques can improve the quality of assessment, however,
unfortunately this can never make it objective and accurate, and it 
cannot eliminate the need to speak about the subjective methods of 
assessment.
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