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Capitolul 1. CULTURA
ORGANIZATIONALA

Obiectivele capitolului

In urma parcurgerii acestui capitol veti sti:
- 1n ce consta cultura organizationald si care sunt factorii de influentd in formarea

si evolutia acesteia;

- care sunt caracteristicile prin care se individualizeaza cultura organizationala a
uneil universitati;

- corelatiile existente intre cultura organizationala si cultura nationala;

- cum ar putea fi orientat sistemul de valori si ce efecte s-ar obtine pe planul
performantelor organizationale ale unei universitati;

- care sunt dimensiunile culturii organizationale ale unei universitati si cum le-ati
putea evalua;

- care este tipul de culturd organizationald din universitatea dumneavoastra, ce
schimbari ati putea face si care ar fi implicatiile acestora.

1.1. Conceptul de cultura organizationala

Fiecare organizatie, inclusiv o universitate, indiferent de marimea si domeniul ei de
activitate, are o culturd organizationala proprie, care depinde de propria ei istorie, de modul
de abordare a problemelor si de practicile de conducere ale activitatilor. Cultura
organizationala reflectd mix-ul personalitatilor si al stilurilor de leadership, ea punandu-si
amprenta asupra modului in care vor fi realizate lucrurile, se vor efectua schimbarile, se va

manifesta personalitatea organizationala si climatul psio-social.

Cultura organizationald isi are rddacinile in ipotezele de baza despre lume, care se
manifestd in credintele, valorile si atitudinile acelei organizatii. Nivelul cel mai superficial al
culturii este cel care poate fi observat. Aici putem include povestiri despre companie, eroi,

imnul organizatiei, cladirile si brandurile.

Folosind o analogie simpla, cultura reprezinta pentru o organizatie ceea ce pentru un
individ este personalitatea sa. Mac Millan considera cultura ca fiind ideologia acelei
organizafii, iar T. Peters si R. Waterman apreciaza ca ea este rezultatul efortului managerilor
de orientare a personalului in ,,spiritul unei prestatii excelente®. Cultura isi are originea in

interactiunea relatiilor interpersonale la nivel organizational.
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Conceptul de culturd organizationald 1isi
are radacinile in stiintele sociale, In antropologie,
sociologie, psihologie sociala si comportament

organizational. Primele studii specifice dateaza

Cultura este ,,cheia” excelentei organizationale
iar leadership-ul este unul dintre factorii care
contribuie la crearea culturii.

Edgar Schein - Organizational Culture and

Leadership

din perioada anilor 1970 (Clark, 1972; Pettigrew,

1973). Apoi, Schein (1985) contribuind la

¢ tului d lturs Cultura organizationala influenteaza
conturarea conceptuiut © cultura comportamentul oamenilor, aspiratiile lor in
organizationala, a abordat posibilitatile de cariera, formarea profesionala si statutul lor

in societate.

analiza si de interventie in modificarea acesteia.

In perioada 1980 — 1990, cultura organizationald a inceput si fie tot mai mult analizata,
companiile vest-europene si cele nord-americane fiind preocupate sa inteleaga si sa explice
performantele superioare ale companiilor japoneze de la acea vreme.

Cultura organizationala a fost definitd in mod foarte diferit in literatura de specialitate.
Brown (1994, p. 6-7) mentiona unsprezece definitii diferite. Chiar daca definitiile sunt
diferite, toti autorii sunt de acord cu faptul ca, la nivel de organizatie, cultura se referd la
persoanele organizatiei, la relatiile lor cu altele, la gandurile si sentimentele lor. Unii autori
subliniaza unicitatea culturii fiecarei organizatiei. Schein o descrie ca fiind "un model de
ipoteze de baza", in timp ce Lorsch apreciaza ca aceasta reprezinta "credintele impartasite de
managerii de top intr-o organizatie privind modul in care acestea ar trebui sa fie conduse, atat
de ei cat si de altii, si care ar trebui sa fie conduita lor in afaceri "(Lorsch, 1986).

Cultura organizationald a fost abordata intr-o manierd rafionala de cétre Peters &
Waterman (1982), intr-o perspectiva functionala de catre Schein (1985) sau intr-o maniera
metaforica de catre antropologi, precum Geertz (1993). Unii autori precum Schein (1992) si
Pettigrew (1985) prezintd cultura organizationald ca fiind implicarea valorilor comunicate,
dar nu fac distinctie clard intre valorile liderilor acestor organizatii si valorile celorlalti

membri ai organizatiei.

Conform altor definitii ale culturii organizationale, aceasta ar fi: “... un set de
comportamente asteptate si care, in general, sunt sustinute in cadrul grupului.”(Silverzweig &
Allen, 1976); “... un sistem coerent de ipoteze si valori de baza, prin care se distinge un grup
la altul (Gagliardi, 1986); ... model integrat al comportamentului uman care include
gandirea, vorbirea, actiunea si care depinde de capacitatea omului de a invata si a transmite

cunostinte generatiilor viitoare" (Websters New Collegiate Dictionary).

in fine, Hofstede (1997) defineste cultura organizationali ca fiind ,programarea
colectiva a modului de gandire prin care membrii unei organizatii se deosebesc de cei ai altei
organizatii“. El argumenteaza ca valorile fondatorilor si ale celorlalti membri ai organizatiei
au un rol insemnat, dar modul in care aceste culturi afecteaza gandirea membrilor obisnuifi ai
acestor organizatii va fi determinat de practicile adoptate.
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Tinand seama de toate aceste opinii, putem defini cultura organizationala ca fiind
modul specific de gandire, simtire §i actiune, pe care oamenii dintr-o organizatie l-au invatat
ca urmare a ansamblului de proceduri concepute de manageri, dar si a influentei mediului

social in care au trdit si s-au format.

La nivelul universitatii, cultura organizationala poate fi definita ca fiind valorile si
credintele stakeholderilor universitatii (manageri academici si administrativi, membrii
senatului §i ai consiliilor la nivel de facultate, personal didactic, studenti si personalul
administrativ), bazate pe traditie, comunicate verbal sau nonverbal (Deal si Kennedy, 1982;
Bartell, 2003). Cultura universitatii poate fi consideratd ca fiind personalitatea acelei
organizatii. Prin observarea arhitecturii cladirilor, a campusului, a modului de intretinere a
infrastructurii, precum si a interactiunii dintre studenti sau dintre studenti si personalul
didactic, a modului in care acestia se imbraca ne putem face o imagine despre cultura
universitagii.

Cultura organizationald este reprezentatd de sistemul de valori, de convingerile
comune ale membrilor organizatiei privind existenta si functionarea acesteia, de ritualuri,

mituri §i intdmplari care determind modul in care angajatii gandesc si actioneaza.

Formarea si evolutia unei culturi organizationale este un proces complex, de duratd
care se realizeaza in conditiile actiunii unui complex de factori, dintre care pot fi mentionati:
marimea organizatiei; gradul de integrare a activitatii; caracteristicile mediului i gradul de
adaptare la mediu; istoria organizatiei; personalitatea fondatorului; evenimentele importante
prin care a trecut organizatia; managerii; situatia economico-financiard a organizatiei,

resursele de care dispune si cele la care are acces (a se vedea si caseta urmatoare).

Factorii de influentd in formarea si evolutia culturii organizationale
o Marimea organizatiei, care face ca in organizatiile mici, cultura sd fie axatd pe personalitatile mai

importante (cultura de club), iar in organizatiile mari, spre o cultura de roluri, specifica
organizatiilor birocratice.

o Gradul de integrare a activititii. Atunci cand activitatile sunt succesive si interdependente sau cand
pot fi divizate in grupuri autonome de activitati, cultura organizationala tinde sa devina de tip
birocratic.

o Caracteristicile mediului §i gradul de adaptare la mediu. Un mediu stabil, previzibil, favorizeaza
rutina organizationald si birocratizarea.

o Istoria organizatiei. Personalitatea fondatorului, reputatia acestuia, evenimentele importante prin
care a trecut organizatia, marcheaza trasaturile culturii organizationale, orice schimbare fiind
dificil de intreprins.

o Managerii si in special managerii superiori influenteaza cultura organizatiei prin personalitatea §i
carisma lor.

o Situatia economico-financiarda a organizatiei, resursele de care dispune si cele la care are acces
influenteaza cultura organizationald.

C. Handy - Gods of Management, Arrow Books Ltd., London, 1985
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Cultura permite obtinerea unor importante avantaje si pe planul imaginii, a prestigiului

unei organizatii. Din acest punct de vedere, pentru a fi eficace, cultura organizationalad
trebuie sa fie vizibila atat prin tipul cladirilor, birourilor, unitatilor de distributie, cat si prin
imaginea proiectata de mesajele publicitare si sistemul de relatii publice.

Principalele caracteristici prin care se individualizeaza o cultura organizationala sunt

urmatoarele:
1. Identitatea membrilor: gradul in care angajatii se identifica cu organizatia;

2. Orientarea spre grup: masura in care activitatile sunt organizate in jurul grupurilor
sau a persoanelor individuale;

3. Orientarea spre oameni: gradul in care deciziile managerilor iau in considerare
efectele deciziilor asupra personalului organizatiei;

4. Gradul de integrare a unitatilor componente: masura in care unitatile componente

sunt incurajate sa actioneze intr-o maniera coordonata sau independenta;

5. Exercitarea controlului: masura in care regulile, reglementarile, sistemul de
supervizare sunt folosite pentru controlul comportamentului salariatilor;

6. Tolerarea riscului: masura in care angajatii sunt incurajati sa fie inovativi si sa-si
asume riscul,

7. Criteriile de recompensare: masura in care cresterea salariului i promovarea sunt
acordate dupa criterii de performanta a salariatilor sau pe baza de vechime, favoritism
sau alti factori care nu sunt legati de performante;

8. Tolerarea conflictelor: gradul in care angajatii sunt incurajati sa-si exprime opiniile

contrare si sa critice in mod deschis;

9. Orientarea: masura in care managerii sunt orientati pe rezultate sau pe tehnici si

proceduri pentru obtinerea acestor rezultate;

10. Gradul de deschidere fata de mediul inconjurator: gradul in care organizatia

monitorizeaza si raspunde la semnalele din mediul inconjurator.

1.2. Impactul culturii nationale asupra culturii organizationale

Datorita faptului ca o organizatie isi desfasoara activitatea Intr-un spatiu national sau
multinational, in care resursele umane au o anumita specificitate din punct de vedere al
valorilor sociale, religioase, estetice, cultura organizationald este puternic influentatd de
trasaturile caracteristice ale unor niveluri de cultura de rang superior, dintre care cultura

nationala are cea mai puternica influenta.
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Cultura nationala, in opinia lui F. Fukuyama [1995] este ,,un model moral intrinsec, ce

UNIUNEA EUROPEANA

poate consta din idei, valori si relatii“. Societatea isi regleaza comportamentul cu ajutorul
unor coduri morale, formate din modele privind ideile, valorile si relatiile. Acestea sunt
dezvoltate prin traditie, repetitie, exemple si sunt intarite prin imagini, obiceiuri si opinii
sociale.

Geert Hofstede [1996] considera ca exista o ,culturd in sens restrans“, adicd ,, o
civilizatie* sau ,,rafinament al mintii“, care se concretizeaza in rezultate cum ar fi educatia,
arta si literatura si o ,,cultura ca software mental*, care corespunde conceptului de cultura din

antropologie, care include tipare de gandire, simtire si actiune.

Conform modelului de analizd elaborat de Hofstede, cultura nationala poate fi
caracterizata prin cinci dimensiuni: distanta fatd de putere, individualismul, masculinitatea,

prevenirea incertitudinii §i orientarea pe termen lung.

1. Distanta fata de putere se poate masura, conform modelului elaborat de Geert
Hofstede prin indicele distantei fata de putere (IDP) care semnificd masura in care membrii

unei culturi se asteaptd si acceptd ca puterea sd fie inegal distribuitd in societate si 1n
organizatii. Un indice al distantei fata de putere mare reflectd inegalititi din punct de
vedere al accesului oamenilor la putere si avutie. Aceste societati sunt orientate spre sistemul
distantei fata de putere redus semnifica faptul ca in acele societati, egalitatea sanselor si
oportunitatea oamenilor de a accede la un status mai bun sunt evidente. Impactul situatiei
concrete a culturii nationale din punct de vedere al acestei dimensiuni asupra culturii
organizationale este redat in tabelul 1.1.

Tabelul 1.1. Manifestari concrete ale managementului in organizatii cu diferiti indici ai
distantei fata de putere (IDP)
Organizatii cu un IDP ridicat (100 <IDP < 50) Organizatii cu un IDP scdzut (0 <IDP < 50)

e lerarhia din cadrul organizatiei reflecta o lerarhia reflecta importanta rolurilor,
inegalitatea dintre indivizi $i grupuri; stabilitd In mod conventional;

e In cadrul organizatiilor, centralizarea este e In cadrul organizatiilor este promovati ideea
frecventa; descentralizarii;

¢ Diferente mari de salarii intre posturile de la e Diferente mai mici de salarii intre posturile
varful piramidei ierarhice si cele de la baza de la varful piramidei ierarhice si cele de la
acesteia; baza acesteia;

e Subordonatii agteapta sa li se spuna ce au de ¢ Subordonatii agteapta sa fie consultati i sa
facut; aiba initiativa in ceea ce fac;

¢ Seful ideal este autocratul binevoitor (un ,,tata o Seful ideal promoveaza un leadership
bun®); participativ;

e Privilegiile si simbolurile statutului e Invocarea privilegiilor si simbolurilor
managerilor sunt de asteptat sa fie frecvent statutului managerilor nu sunt bine privite de
invocate / utilizate. catre ceilalti.

2. Individualismul (IDV). Un nivel ridicat de individualism reflecta faptul ca drepturile

individului au un rol important in cadrul societatii. In aceste organizatii, indivizii tind sa
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dezvolte un mare numar de relatii libere, oamenii preocupandu-se de propriile interese si de

cele ale familiei lor restrinse (familia nucleu). Un nivel scazut de individualism
(colectivismul) este specific culturilor cu un mare grad de colectivism, cu legaturi stranse
intre indivizi. In acest caz, oamenii se asteapta ca altii din grupul lor (familia extinsa, clanul,
organizatia) sa le apere interesele in schimbul loialitatii manifestate fatd de grupul respectiv.
Impactul situatiei concrete a culturii nationale din punct de vedere al acestei dimensiuni
asupra culturii organizationale este redat in tabelul 1.2.

Tabelul 1.2. Manifestari concrete ale managementului in organizatii cu diferite niveluri ale
individualismului (IDV)
Organizatii i cu un 1DV ridicat(100 <IDP < 50) Organizatii cu un IDV scazut (0 <IDP < 50)

o Relatiile angajat-angajator stabilite in baza o Relatiile angajat-angajator stabilite mai mult
unui contract, presupus ca fiind reciproc in termeni morali, ca o legatura de familie;
avantajos; e Deciziile de angajare si promovare sunt

e Angajarea i promovarea sunt pe baza de influentate de grupurile de interese;
aptitudini si reguli impersonale; e Se practicd mai ales un management al

e Se practica mai mult un management al grupurilor cu interese distincte;
indivizilor; e Relatiile inter-personale sunt mai importante

¢ Sarcinile de munca sunt mai importante decat decét sarcinile de munca.

relatiile inter-personale.

3. Masculinitatea (MAS), ca dimensiune culturald, presupune diferentierea clard a

rolului social al sexelor, accentueaza nevoia de afirmare de sine, de succes profesional si
material. O masculinitate inaltd semnifica o mare diferentiere intre sexe, barbatii avand un
rol dominant intr-o proportie semnificativi. La polul opus, masculinitatea scizuta
(feminitate) semnificd un grad redus al discrimindrii, femeile fiind tratate in mod egal cu
barbatii. Feminitatea culturala estompeaza rolul social al sexelor, valorizand preocuparea
pentru relatii umane agreabile si calitatea vietii. Impactul situatiei concrete a culturii nationale
din punct de vedere al acestei dimensiuni asupra culturii organizationale este redat in tabelul
1.3.

Tabelul 1.3. Manifestari concrete ale managementului in organizatii cu diferite niveluri ale
masculinitatii (MAS)
Organizatii cu un MAS ridicata(100 <IDP <50)  Organizatii cu un MAS scazuta (0 < IDP < 50)

e Se asteapta de la manageri sa fie increzatori, e Managerii isi pun 1n valoare intuitia, urmarind
stapani pe ei ingisi; realizarea consensului;
e Accent pe competitie si performanta; e Accent pe calitatea conditiilor de munca si
¢ Rezolvarea conflictelor in mod transant, prin performanta;
confruntare directa. e Rezolvarea conflictelor prin negociere si
compromis.

4.Prevenirea incertitudinii semnificd masura in care membrii unei culturi se simt

amenintati de situatii incerte sau comportamente neconventionale. Indicele de prevenire a
incertitudinii (IPI) este orientat asupra nivelului de toleranta pentru incertitudine si
ambiguitate 1n societate. Un IPI ridicat indica faptul cd in acea cultura exista o toleranta
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redusd pentru incertitudine $i ambiguitate si drept urmare, se elaboreazd un numér mare de

reglementari si norme. Un IPI scazut semnifica faptul ca acea tara este mai toleranta pentru o
varietate de opinii. Este cazul societatilor mai putin orientate pe reguli, mai deschise sa
accepte schimbarea si dispuse sa-si asume un mai mare risc. Impactul situatiei concrete a
culturii nationale din punct de vedere al acestei dimensiuni asupra culturii organizationale
este redat in tabelul 1.4.

Tabelul 1.4. Manifestari concrete ale managementului in organizatii cu diferite niveluri ale
indicelui de prevenire a incertitudinii (IP1I)

Organizatii cu un IPI ridicata(100 < IDP < 50) Organizatii cu un IPI scdzuta (0 <IDP < 50)

e Nevoia emotionald de reguli, chiar daca e Se porneste de la premisa ca nu trebuie sa
acestea nu vor fi niciodata operationale in existe mai multe reguli decat este necesar;
intregime; e Munca este dimensionata astfel incat s nu

e Nevoia emotionala de a fi in permanenta ducai la inconfort si repulsie;
ocupat si de a munci din greu; e Precizia si punctualitatea sunt atitudini care se

e Precizia si punctualitatea sunt considerate ca invata prin educatie;
fiind implicite; o Toleranta fatd de comportamente care se abat

o Rezistentd la schimbare si tendintd de de la norme si sustinerea ideilor inovatoare;
suprimare a ideilor si comportamentelor care o Motivare prin realizare de sine, stimi si
se abat de la reguli si norme; sentimentul de aparenta la grup.

e Motivare prin securitate i aparenta.

5.Orientarea pe termen lung (OTL) reflecta masura in care o societate accepta sau nu
dedicarea pe termen lung, orientarea cétre traditie si valori de gandire. OTL ridicata

semnifica orientarea catre valorile pe termen lung, respectul pentru traditie si o puternica etica
a muncii, unde recompensarea pe termen lung este considerata ca fiind rezultatul muncii de zi
cu zi. In culturile cu o OTL redusi, schimbarile pot fi ficute mult mai rapid. Impactul
situatiei concrete a culturii nationale din punct de vedere al acestei dimensiuni asupra culturii
organizationale este redat in tabelul 1.5.

Tabelul 1.5. Manifestari concrete ale managementului in organizatii cu diferite niveluri ale
orientarii pe termen lung (OTL)
Organizatii cu Un OTL ridicata(100 <IDP < 50) Organizatii cu un OTL scazuta (0 <IDP < 50)

¢ Orientarea catre traditie si valori de gandire; e Pragmatism si orientare spre valori vizand
e Orientarea valorilor organizationale spre etica performanta si excelenta;
muncii, loialitate si corectitudine; ¢ Orientarea spre etica datorita efectelor ce pot
e Recompensare prin cresterea prestigiului ca fi obtinute pe planul performantelor si a
urmare a recunoasterii efortului depus in prestigiului;
timp. o Sisteme transparente si masurabile de
recompensare in functie de performantele
concrete.

In tabelul 1.6 sunt prezentate rezultatele determinarilor lui Hofstede pentru sase zone
geografice si Romania iar in figura 1.1, evaludrile pentru Romania si media europeana.
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Tabelul 1.6. Dimensiuni ale culturii nationale pe zone geografice

UNIUNEA EUROPEANA

] Dimensiuni ale culturii nationale (Geert Hofstede)
5 Zone geografice Distanta fata de - . Indlcelg de Orientarea pe
= Individualism Masculinitate prevenire a
2 putere . L termen lung
incertitudinii
1 | Asia 70.8 26.8 53.8 56.3 74.0
2 | Africa 67.5 375 50.5 55.8 20.5
3 | SUA si Canada 39.5 85.5 57.0 47.0 26
4 | America de Sud 68.2 22.1 49.3 75.2 56.5
5 | AustraliasiN. 290 845 59.5 50 305
Zeelanda
6 | Europa 46.4 59.3 47.7 70.6 30.6
7 | Roméania 90 30 42 91 n.a.

Sursa: http://www.geert-hofstede.com

Caracteristicile culturii nationale careia 1i apartin indivizii unei organizatii isi pun
amprenta asupra culturii acelei organizatii.

Conform opiniilor exprimate de Hofstede (1997), culturile nationale diferd indeosebi
din punct de vedere al valorilor, in timp ce culturile organizationale sunt specifice prin
practicile folosite, care sunt cele mai vizibile parti ale culturii si care pot fi orientate in

anumite limite. Astfel, este de dorit ca valorile fondatorilor si ale altor lideri importanti sa

Distanta fata de putere

_ Individualism

Orientarea pe termen lung
—e— EUROPA
—O— ROMANIA
Indicele de prevenire a\ ¢ .
o1 Masculinitate

incertitudinii

Nota: Intrucat pentru Romania nu sunt evaludri pentru ,,Orientarea pe termen lung”, in
reprezentarea grafica s-a luat in considerare media europeana.

Figura 1.1. Dimensiuni ale culturii nationale pentru Romania si media
europeand conform evaluarilor lui H

devind practici pentru ceilalti membri ai Cultura Cultura
organizatiei. nationala organizationala

Acest lucru nu este simplu pentru
ca cele mai multe valori au fost insusite
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din familie si din scoald. In aceastd viziune este importanti concordanta care se realizeazi
intre valorile promovate de fondatori si cei mai importanti lideri, pe de o parte, si valorile
asumate de majoritatea angajatilor, pe de alta parte. Din acest punct de vedere, pot exista

organizatii cu o cultura puternica si organizatii cu o cultura labila, slaba.

Un alt model, cu o larga aplicabilitate, folosit in analiza culturii nationale este cel
elaborat de GLOBE (Global Leadership and Organizational Behavior Effectiveness). In
cadrul consortiului de cercetare GLOBE sunt implicati peste 200 de cercetatori, specialisti in
sociologie si management, din 62 de tari reprezentand majoritatea culturilor lumii, printre
care i Roméania. Modelul propus de GLOBE are la baza cercetarile initiate de R. J. House
(2002) si se bazeaza pe corelatia ce existd Intre cultura nationald / societald, cultura

organizationald si leadership (figura 1.2).

Ipoteza de baza a cercetarilor GLOBE este urmatoarea: atributele sau entitatile care
diferentiaza o anumita culturd de altele pot prezice care practici organizationale, caracteristici
si comportamente ale liderilor vor fi cel mai frecvent promovate, acceptate si eficiente intr-un
anumit mediu cultural.

Obiectivul general al investigatiilor GLOBE consta in a dezvolta, pornind de la o baza
empirica, un model teoretic care sa descrie, sa evidentieze si sa prezica impactul unor valori
culturale specifice asupra leadershipului si proceselor organizationale, precum si asupra

eficientei acestora.

Conform acestui model, pentru cultura nationald / societald, dar si pentru cultura
organizationald sunt analizate noud dimensiuni iar pentru leadership sunt identificate sase
dimensiuni care grupeaza 21 de variabilele primare.

Cele noua dimensiuni ale culturii societale / organizationale sunt urmatoarele:

1. Evitarea incertitudinii: masura in care activitatea este structuratd, previzibila,
ordonata si consecventa, conform normelor §i regulamentelor

2. Egalitarismul din punct de vedere al genului (barbati vs. femei): masura in care
intr-o societate / organizatie rolurile pe genuri sunt diferentiate (in practica dar si ca
valori), barbatilor fiindu-le atribuit un statut diferit decat cel al femeilor.

3. Fermitate / agresivitate: masura in care o socictate / organizatie se angajeaza in
practici ferme, hotarate, dure.

4. Colectivism I: colectivismul institutional: gradul in care prin practicile institutionale
la nivelul societatii sau organizatiei se Incurajeaza si recompenseaza, prin modul de
distribuire a resurselor, actiunile colective; masura in care loialitatea fata de grup este
primordiald in raport cu obiectivele individuale. Scorul mai ridicat reflectd un grad
mai mare de colectivism.

5. Colectivism I1: colectivismul de grup: gradul in care indivizii isi exprima mandria,
loialitatea, coeziunea fata de organizatiile sau familiile lor; exprima interdependenta
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intre membrii familiilor, in care copiii sunt mandri de realizarile individuale ale
parintilor lor si invers. Copiii tind sa locuiasca cu parintii pana se casatoresc.
Orientarea umana: masura in care oamenii in organizaie sau societate sunt
incurajati si recompensati sa fie corecti, altruisti, prietenosi, generosi, toleranti la
greseli sensibili fata de altii.

Orientarea spre viitor: gradul in care indivizii dintr-o organizatie/societate sunt
incurajati sa aiba un comportament orientat spre viitor prin planificare, investigarea
viitorului si solutionarea unor probleme pe termen lung.

Orientarea spre performanta este gradul in care o organizatie sau o societate
incurajeaza si recompenseaza membrii grupului sd-si Imbunatateasca performanta si a
excelenta.

Distanta fatd de putere: gradul in care membrii unei organizatii sau a societatii se
asteapta si sunt de acord ca puterea sa fie repartizatd in mod inegal, la cele mai Tnalte
niveluri ierarhice ale organizatiei sau societatii.

Leadershipul, in acceptiunca GLOBE, reprezinta capacitatea unei persoane de a

influenta, motiva, si de a permite altora s contribuie la eficienta si succesul organizatiei din
care face parte. Conceptual, modelul leadershipului conceput de GLOBE are un caracter

normativ, care sa reflecte comportamentul asteptat, trasaturile si atributele de leadership

identificabile in diferite culturi. Au fost identificate astfel sase dimensiuni ale leadershipului

care grupeaza 21 de variabilele primare (tabelul 1.7).

Tabelul 1.7. Dimensiuni si subtipuri primare de leadership

Nr. Dimensiuni ale Nr. Subtipuri primare de leadership
crt. leadershipului crt. Denumire Caracteristici
1 Carismatic. vizionar Vizionar, anticipativ, stimulativ din punct de
' vedere intelectual, educat, orientat spre viitor
2 Inspirator Entuziast, pozitiv, incurajator, ridica moralul, da
Carismi / bazat pe P incredere, motivant, dinamic
1 valori 3 Dispus la sacrificiu de sine fsi asuma riscul, convingtor
4 Integru Onest, sincer, corect, demn de incredere
5 Decis/hotarat incépé;énat, categoric, decis, intuitiv, logic
6 Orientat spre performanta Orientat spre excelenta si performanta
7 Orientat spre colaborare in Orientat spre grup, cooperativ, loial, constructiv,
echipa mediator
8 Intearatorul echivei Clar, discret, informat, comunicativ,
g P coordonator, constructor de echipa
2 Orientare catre 9 Dinlomatic Diplomatic, orientat spre solutionarea probleme-
echipa P lor de tip “castig/castig”, eficace, ’de comitet”
10 Rauvoitor. invidios Iritabil, egoist, razbunator, necooperant, cinic,
' ostil, incorect, nu este demn de incredere
- Ordonat, abilitdti administrative,organizat, bun
11 Bun administrator administrator
12 Autocratic Autocratic, dictatorial, elitist, dominator,
3 Participare despotic
13 Participativ Ne-individualist, egalitarist, deleaga atributiile
4 Orientare catre 14 | Orientat spre oameni, Generos, aratd compasiune
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Nr. Dimensiuni ale Nr. Subtipuri primare de leadership
crt. leadershipului crt. Denumire Caracteristici
oameni: sensibil
15 Modest Modest, retras, se pune in umbra
5 Autonomie 16 Autonom Autonom, individualist, independent, unic
17 Centrat pe sine Auto-interesat, neparticipativ, solitar, nesociabil
18 Constiintd de statut Constiintd de stare, de statut, de clasa
- Creeaza competitie in cadrul grupului, ascuns,
6 Auto-protectie 19 Generator de conflict discret, normativ
20 Salvatorvde aparenie (de Indirect, evaziv, evita aspectele negative
suprafata)
21 Birocratic Respecta ritualurile, formal, procedural, prudent

Sursa: Syntax for GLOBE National Culture, Organizational Culture, and Leadership Scales.
http://mww.bsos.umd.edu/psyc/hanges/index_files/Syntax_for_GLOBE_Leadership_and_Culture_Scales.pdf

Analiza culturii nationale / societale, a culturii organizationale, precum si a
leadershipului se poate analiza prin intermediul a doud chestionare denumite ALPHA si
BETA

1.3. Elementele componente ale culturii organizationale

Unele dintre elementele culturii organizationale sunt vizibile din afara organizatiei, ca
o reflectare a practicilor In raport cu

partenerll, CU comunitatea sau cu 1nst1tutule Nivel de la suprafati
guvernamentale, in timp ce altele sunt (elemente observabile, vizibile:
sesizabile numai la o analizd atentd. Datoritd modul de a seimbraca, simboluri fizice,

intamplari, sloganuri, eroi, ceremonii).
acestui fapt, cultura organizationald poate fi < .

e

analizata la doua niveluri: de suprafata si de

addncime CULTURA Nivel de addncime
ORGANIZATIONALA lelemente neobservabile in mod
direct: valori, norme
L B comportamentale, intamplari,
Principalele elemente ale culturii limbaj, simboluri etc.)
organizationale sunt: sistemul de valori,
normele, simbolurile, intdmplarile, eroii, Figura 1.3. Niveluri ale culturii
sloganurile si ceremoniile. organizafionale
Sistem de valori
Simboluri Norme .
Figura 1.4. Elementele
CULTURA componente ale
_ ORGANIZATIONALA - culturii organizationale
Sloganuri T _Miuri,
intamolari
Eroi Ceremonii
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Valori si norme. Valorile constituie elementul esential al culturii organizationale. Datorita
acestui fapt, cultura mai poate fi definita si ca un sistem de valori-cheie, de conceptii,
modalitati de intelegere si norme stabilite pentru membrii unei organizagii. Datorita
caracterului complex, sistemul de valori isi pune amprenta asupra conceptiei de ansamblu
privind cultura unei organizatii.

Valorile sunt definite ca fiind conceptii sau maniere de interpretare a ceea ce este
bine, adevarat sau de dorit pentru o organizatie. Ca urmare a valorilor promovate de
manageri $i asumate mai mult sau mai putin de catre angajati, pot fi reliefate doua
dimensiuni: una preferata, dezirabila si una nedorita.

In functie de aceste doua dimensiuni vor fi

judecate: raul in raport cu binele; nefirescul in raport Culturi labila (slaba)
cu naturalul; anormalul in raport cu normalul; (0 slabd acceptare a valorilor,

R . .. R comportamentelor agteptate sau un set
paradoxalul in raport cu logicul; irationalul in raport neclar de norme comportamentale)
cu rationalul; uratul in raport cu frumosul.

Valorile si credintele au o influenta foarte t
importantd asupra procesului decizional la nivel de Culturi puternica
universitate (Tierney, 1988; Bartell, 2003) dar si (Toti membrii organizatiei agreeaza si
asupra comportamentelor organizationale si I5i asuma un set specific de valori,
individuale. comportamente dezirabile)

Valorile permit formularea standardelor
privind caile de actiune posibile si modul in care vor fi judecate. Pentru a deveni operationale
este necesar ca valorile sa fie convertite in norme clare pentru toti angajatii, practice si posibil
de aplicat in activitatea curenta.

Normele sunt reguli de conduita prin care se descriu ce ar trebui facut in diferite
situatii organizationale. Din punct de vedere al constantei aplicarii zilnice, oamenii tind sa fie
mai sensibili la norme decat la valori. Valorile sunt principii mai generale si adesea este
nevoie ca acestea sa fie interpretate pentru a le aplica la situatii specifice. In timp ce normele
sunt instrumente clare care ghideazd interactiunea organizationald, valorile servesc la
alegerea modelelor alternative de actiune. Valorile si normele sunt promovate prin formare

profesionald si prin orientare concreta.

Analiza intensitatii de manifestare a valorilor in actiunile managerilor sau a gradului
de asumare a acestor valori de catre angajatii unei organizatii permite caracterizarea culturii
organizationale.

Actiunile esentiale ce trebuie intreprinse in procesul de implementare a valorilor sunt:
incorporarea valorilor in codurile de conduitd si dezvoltarea unor programe specifice de
pregatire; acordarea unei atentii explicite valorilor in selectia salariatilor; informarea tuturor
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salariatilor asupra valorilor, explicarea procedurilor si perfectionarea managerilor; asigurarea
suportului motivational in vederea sustinerii de catre tofi salariatii a valorilor organizatiei.

In procesul de implementare a valorilor, o atentie deosebita va fi acordata domeniilor in
care organizatia este vulnerabild. Efortul de implementare a valorilor ar trebui sa fie

permanent si sa se exercite la toate nivelurile ierarhice.

In anexa 1 este prezentat un chestionar care permite analiza sistemului de valori a unei

universitati.

intﬁmplﬁrile. Unele organizatii fac apel la evenimente care au avut loc in trecut si
care au semnificatii importante asupra valorilor ce definesc cultura organizationala. Aceste
fapte, intdmplari sunt transformate in adevarate mituri si sunt povestite fiecarui nou angajat.
Orice salariat de la Ford afla incd din prima zi cum a distrus Ford prima masina pe care a
realizat-o pentru cd una dintre portiere nu se inchidea etans. De fapt, mesajul transmis noului
angajat este acela ca ,,nimic nu iese pe poarta fabricii daca nu este perfect*.

Simbolurile sunt obiecte, reprezentri grafice ori cromatice, acte, evenimente etc. cu
o anumita semnificatie pentru organizatie, prin care se incearca transmiterea unui mesaj sau
crearea unei atitudini. Simbolurile pot sugera puterea organizatiei, calitatea, traditia, climatul
organizational etc. Unele organizatii folosesc piese de arta sau o misiune pentru a simboliza
valorile importante.

Eroii. Adesea, organizatiile isi aleg personalititi importante ale caror trisituri de
caracter corespund celor mai puternice atribute ale culturii organizationale, eroii servind ca
modele pentru salariati. De regula, eroii sunt persoane reale (fondatorii organizatiei sau alte

personalitati importante). Alteori, eroii au un caracter mitic.

Sloganurile. Pentru definirea intr-o formi cit mai simpl a culturii organizationale si
pentru comunicarea ei catre proprii salariati, clien{i sau alti parteneri de afaceri, se folosesc
fraze care exprima, in mod succint, valorile-cheie ale organizatiei. Adesea, ele isi elaboreaza

un imn propriu pe care salariatii il cantd cu ocazia unor ceremonii.

Ceremoniile la care participd salariatii, membrii lor de familie, precum si
principalii parteneri de afaceri sau membrii comunitatii sunt organizate cu ocazia unor
evenimente speciale pentru promovarea valorilor ,,cheie* ale culturii manageriale. Astfel de
ceremonii se organizeaza la anumite perioade de timp sau cu prilejul acordarii unor premii

salariatilor proprii (pentru rezultate meritoase sau pentru un comportament etic deosebit).

17
v Imbunéatatirea Managementului Universitar % ProicEE sategie

pentru invatamantul Superior

Investeste in

OA M E N I Proiect cofinantat din Fondul Social European prin Programul Operational Sectorial Dezvoltarea Resurselor Umane 2007-2013



a I\ilNIsIl:RLL
F‘ AE a EDUCATIEL J 3
“ w CERCETARII
¥ f e TINERETULUI d
& J — Islsmxn'lu

UNIUNEA EUROPEANA GUVERNUL Rt
MINISTE

Instrumente Structurale OIPOSDRU UNITATEA EXECUTIVA PENTRU
2007-2013

Fondul Social European
POSDRU 2007-2013 FINANTAREA INVATAMANTULUI

$1 PRO SUPERIOR, A CERCETARII,
AMPOSDRU DEZVOLTARII $1 INOVARII

1.4. Dimensiuni ale culturii organizationale

Analiza valorilor si a mijloacelor / instrumentelor de promovare a acestora a facut
posibila identificarea dimensiunilor in baza carora s-au elaborat diverse modele de evaluare si
comparare a culturii organizationale. Dintre acestea, un rol deosebit in procesul de evaluare il
au modelele de cultura organizationala elaborate de Hofstede, Trompenaars si altii.

Investigdind cu mijloace specifice cercetarii sociologice valorile si climatul
organizational caracteristice unor organizatii din Olanda si Danemarca, Hofstede a pus in

evidentd sase dimensiuni culturale care diferentiau semnificativ unitatile analizate:

e orientarea cdtre proces in raport cu orientarea catre rezultate (focalizarea atentiei
asupra mijloacelor sau asupra obiectivelor);

e orientarea cdtre salariafi in raport cu orientarea cdtre muncd (0 preocupare mai
mare pentru oameni si problemele lor sau pentru ce se intdmplda la posturile de
muncd);

e abordarea parohiala in raport cu abordarea profesionala (angajatii se identifica cu
organizatia sau organizatia este considerata ca fiind un loc distinct de viata lor privata,
unde sunt tratati prin prisma competentei si a contributiilor lor la realizarea

obiectivelor organizationale);

e sistem deschis in raport cu sistem inchis (vizeaza relatiile si atitudinea pe care
organizatia o are fatd de noii veniti in firmi si fatd de indivizii din afara ei. In
organizatiile percepute ca sisteme deschise, ca urmare a unor politici explicite, noii
venifi Intdlnesc un mediu prietenos, relatii armonioase de muncd, oamenii fiind
dispusi sa-i accepte. In sistemele inchise, angajatii sunt necooperanti, secretosi, iar
mediul, ostil);

e controlul redus in raport cu controlul intens (modul in care este conceput si exercitat

controlul in cadrul organizatiei);

e orientarea pragmatica in raport cu orientarea normativa (vizeaza cu precadere
orientarea fati de clienti. In organizatiile pragmatice, accentul principal este pus pe
indeplinirea cerintelor clientilor, rezultatele fiind mai importante decat respectarea

riguroasa a procedurilor interne).

Asa cum afirmd Hofstede, cele sase dimensiuni sunt descriptive, dar nu si
prescriptive, nici o pozitie prin ea Insdsi nefiind bund sau rea. Ceea ce este bun sau rau
depinde de fiecare caz, de ceea ce este bine pentru organizatie i pentru orientarea ei
strategica. Drept urmare, modelul lui Hofstede serveste la realizarea unor comparatii intre
culturile diferitelor organizatii sau intre subculturile aceleiasi organizatii.
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Modelul elaborat de Fons Trompenaars (Trompenaars, 1997) vizeaza de asemenea,
identificarea diferentelor dintre culturile organizationale. Pentru aceasta, Trompenaars a

identificat urmatoarele sapte dimensiuni:
e universalism in raport cu pluralism (reguli si proceduri sau relatii inter-umane);
e individualism in raport cu comunitarism (accent pe individ sau pe grup);

e specific in raport cu difuz (relatii inter-personale profunde sau superficiale; suntem

parti care actioneaza separat sau lucram impreuna);
e neutru in raport cu afectiv ({inem secret sau ne exteriorizam emotiile);

e orientarea spre interior in raport cu orientarea spre exterior (in ce directie este

focalizata atentia);

o statutul real obtinut in raport cu statutul oficial oferit (de la cine primesti sarcini si
cum procedezi);

e abordarea secventiala in raport cu abordarea sincrona (activitati succesive sau
simultane).

Studierea manifestarilor concrete ale valorilor, normelor si instrumentelor de
promovare ale acestora in organizatiile romanesti ne-a permis formularea a incd doua

dimensiuni relevante pentru identificarea imbunatatirilor necesare. Acestea sunt:

a) orientarea spre climatul autoritar in raport cu orientarea spre comunicatii, incredere
si respect intre colaboratori;

b) ce li se cere angajatilor in raport cu ce li se oferd.

In cazul primei dimensiuni, reducerea caracterului autoritar in favoarea orientirii spre
colaborare, incredere si respect intre colaboratori poate stimula cresterea gradului de
participare afectiva a resurselor umane dintr-o organizatie la solutionarea problemelor, la
cresterea loialitafii si a gradului lor de satisfactie. Aceasta poate duce mai departe la cresterea
satisfactiei si a loialitatii stakeholderilor si, in mod implicit, la imbunatatirea performantelor

organizationale.

Analizand cele doud dimensiuni putem identifica actiunile necesare in scopul
intensificarii promovarii unora dintre valori §i a diminuarii altora. Chestionarul din anexa 1
permite analiza celor doud dimensiuni ale unei universitati.

Efectudnd o investigatie a modelelor utilizate in analiza culturii organizationale a
universitatilor se constatad ca cea mai larga utilizare o are modelul valorilor competitive
dezvoltat de Kim S. Cameron si Robert E. Quinn in 1998. Acesta este un model general
destinat sd promoveze managementul de succes, imbundtatirea eficientei organizationale si
crearea de valoare pentru organizatie. Modelul permite identificarea tipului de cultura al unei
universitati si strategiile ce pot fi aplicate pentru schimbarea acesteia in viitor. Prin acest
model sunt identificate patru tipuri de culturd, corespunzitor celor patru cadrane din tabelul
1.8, prin luarea in considerare a urmatoarelor axe:
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- flexibilitatea §i spontaneitate VS. stabilitate gi control,;

- orientare spre interior §i integrare VS. orientare spre exterior §i diferentiere.
Tabelul 1.8. Tipuri de culturi organizationale conform modelului valorilor competitive

Flexibilitate si spontaneitate

A. Cultura de grup / familiala / de tip
clan /orientata spre relatii umane

B. Cultura ad-hoc / in dezvoltare / inovare /

sistem deschis

Universitate care se concentreaza spre
interior cu flexibilitate, preocupare pentru
oameni si sensibilitate pentru stakeholderi

Universitate care se concentreaza spre exterior,
cu un grad ridicat de flexibilitate si

individualitate

D. Cultura ierarhica / procesului intern

/ bazata pe reguli

C. Cultura rationala / de piata / bazata pe

obiective

Orientare spre interior §i
integrare

Universitate care se concentreaza pe
probleme interne, cu orientare spre

stabilitate si control

Universitate care se concentreaza spre exterior,
cu orientare spre stabilitate i control

Orientare spre exterior §i
diferentiere

Stabilitate §i control

Caracteristicile fiecaruia dintre cele patru tipuri de culturi organizationale sunt
prezentate in tabelul 1.9.

Tabelul 1.9. Caracteristicile tipurilor de culturi organizationale ale unei universitati

A. Cultura de grup / familiala / de
tip clan / relatii umane

B. Cultura ad-hoc / in dezvoltare /
inovare / sistem deschis

Orientare colaborare, participare, lucru in echipa, creativitate, flexibilitate, inovare
generala: morald, coeziune

Tipul liderului: facilitator, mentor, constructorul echipei | inovator, intreprinzator, vizionar

Valorile angajare, comunicare, dezvoltare rezultate inovatoare, transformare, agilitate
managementului:

Realizarea prin dezvoltarea resurselor umane si prin orientarea spre inovare, viziune §i noi
eficacitatii: participare resurse

Universitatea se concentreaza spre
interior cu flexibilitate, preocupare
pentru oameni si stakeholderi.

Universitatea se concentreaza spre exterior, cu
un grad ridicat de flexibilitate si individualitate.

- Componentii universitatii au valori si
obiective comune, de coeziune,
individualitate si un sentiment de
angajament.

- Universitatile par sa fie mai degraba
familii extinse decat entitati stiintifice

- Se bazeaza mai putin pe norme si
proceduri, fiind concentrate pe munca
in echipa si implicarea angajatilor in
programe si preocuparea universitatii
fata de angajati.

- Presupune ceva temporar, de specialitate si
dinamic. Adhocratia este asociata cu
constructiile provizorii care pot fi
reconfigurate rapid atunci cand apar noi
imprejurari.

- Favorizeaza adaptabilitatea, flexibilitatea si
creativitatea in cazul in care incertitudinea,
ambiguitatea si excesul de informatii sunt
tipice.

- Accentul se pune pe individualitate,
asumarea riscului §i anticiparea viitorului.
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Tabelul 1.9. Caracteristicile tipurilor de culturi organizationale ale unei universitati

(continuare)

D. Cultura ierarhica / procesului
intern / bazata pe reguli

C. Cultura rationala / de piata /
bazata pe obiective

Orientare | control, centralizare, ordine, reglementari | competitie, eficientd, planificare, adoptarea
generald: obiectivelor
Tipul liderului: | coordonator, monitor, organizator lucreaza din greu, concurential, orientat spre
rezultate
Valorile | eficienta, respectarea termenelor, coerentd | cote de piatd, realizarea obiectivelor,
managementului: | si uniformitate. eficienta
Realizarea | prin control si economii prin competitie agresiva si orientarea spre
eficacitatii client

Universitate care se concentreaza pe
probleme interne, cu orientare spre
stabilitate si control.

Universitate care se concentreaza spre
exterior cu orientare spre stabilitate si
control.

- Este a Intalnitad in universitatile
formalizate, structurate, orientate spre
stabilitate, predictibilitate si eficienta.

- Se bazeaza pe reguli, proceduri
standardizate si norme.

- Locurile de muncé sunt specializate

- Pentru ca mediul este relativ stabil,
sarcinile sunt de obicei integrate si
coordonate.

- Se bazeaza pe linii clare de autoritate
a luarii deciziilor. Deciziile sunt
centralizate.

- Controlul si mecanismele de
responsabilizare sunt apreciate drept
chei ale succesului.

- Tind sa fie orientate spre mediul extern
si se concentreaza pe conexiunile cu
entitati externe universitatii.

- Spre deosebire de ierarhie, unde
controlul intern este mentinut prin
reguli, acest tip de culturd opereaza in
primul rand prin mecanisme economice
de piata, fiind orientata spre
competitivitate si competitie.

- Stabileste obiective si targhete ridicate
pentru componentii ei (personal
didactic, studenti, personal
administrativ).

- Este orientata spre rezultate.

Pentru colectarea datelor si evaluarea culturii

organizationale utilizand modelul

valorilor competitive Cameron si Quinn (Cameron and Quinn, 2006) au elaborat un
instrument specific numit OCAI (Organizational Culture Assessment Instrument), care este
compus dintr-un chestionar cu sase domenii, ce urmeaza a fi completate de angajati, unde
fiecare domeniu este compus din cate patru elemente. Pentru fiecare domeniu sunt impartite
cate 100 de puncte intre cele patru alternative n functie de masura in care fiecare alternativa
este perceputa ca fiind prezenta sau dorita.

Cele domenii urmatoarele: caracteristici dominante; leadership
organizational; managementul angajatilor; liantul organizational; orientarea strategica;

criteriile de succes. Modelul unui astfel de chestionar este prezentat in anexa 2.
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Anexa 1

UNIUNEA EUROPEANA

Chestionar
privind cultura organizationala a unei universititi (1)

Va rugam sa precizati, prin marcarea cu un (X) , a urmatoarelor informatii despre universitate si despre dumneavoastra
Vechimea in

Numilrull _ Statutul Domeniul studiilor organizatie Natura postului ocupat -
personaiuiul profesional Sub 2 ani Manager superior (rector,
didactic al " N
. wges 1. Studii superioare: prorector)
universitatii . T — A L N
Personal didactic 1.1. Arta 2— 5ani Manager de nivel ierarhic
Sub 50 Cercetitor || 1.2.Economie | | 5-10ani | | mediu (decan, prodecan) L
Personal didactic 1.3. Inginerie 10 — 20 ani Manager de prima linie (sef
50-250 | | auxiliar, adm. 1.4. Juridice | Peste20ani | | de catedrd, sef serviciu etc.)
250-500 | | Student (ciclul I) : 1.5. Medicini : o Nonmanager :
500 - 1000 Student master || 16.Socio-umane | | Student |
Peste 1000 | | 1.7. Stiinte | |
2. Studii medii | | Judeful | |

1. Selectati trei dintre sursele de informatii privind valorile organizatiei, pe care le considerati ca fiind cele mai
frecvent utilizate, marcand céte un singur (X), pe fiecare dintre coloanele 1 — 3. Cu (X) in coloana 1, marcati

sursa de informatii cea mai frecvent utilizata, cu (X) in coloana 2, marcati sursa de informatii situata pe locul al
doilea si aga mai departe.

Locul 1 | Locul 2| Locul 3

Regulamente ale universitatii

Brosuri ale universitatii si diverse materiale cu rol publicitar

Sedinte, instructaje

Website

AL (et )

G| (WIN|F-

3. Va rugim sa selectati cinci dintre valorile de mai jos, pe care le considerati ca fiind cele mai intens
impartisite si frecvent utilizate in cadrul universititii, marcind cate un singur (X), 1in fiecare dintre
coloanele Locul 1 — Locul 5. Cu (X) in coloana (Locul 1), marcati valoarea cea mai evidenti, cu (X) in
coloana (Locul 2), marcati valoarea situati pe locul al doilea si asa mai departe. Evaluati atit situatia
existenta in prezent, cat si situatia ce ati dori sa existe peste 2 — 3 ani.

In cazul in care considerati cd mai sunt si alte valori care se manifestd in cadrul universitatii, inscrieti-le in
randurile 43 — 45, dar astfel incét pe total sd aveti marcate cinci valori.

Situatia existentd | Situatia dorita
" in prezent peste 2 —3ani
E Valori AN O S o | A N o | 5o
1 | Asumarea responsabilitatii
2 | Autonomie
3 | Calitate
4 | Comunicatii deschise intre studenti si personalul didactic
5 Comunica';i.i deschise intre studenti si personalul didactic, pe
de o parte si personalul de conducere, pe de alta parte
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Situatia existenta

Situatia dorita

o in prezent peste 2-3ani

3 Valori AN S| w[A [N |om|[<x|w

z 3131313131333 13|3

o|lo| ol o|lo| Qe Q

313131513(5|13/5(3|3

6 | Consecventd, tenacitate, perseverenta

7 | Corectitudine, comportament etic si integritate

8 | Creativitate, inventivitate

9 | Deschidere, transparenta

10 | Diversitate culturalda

11 | Eficienta organizationala

Evaluarea corecta a performantelor individuale si
recunoasterea meritelor

13 | Executarea intocmai a dispozitiilor managerilor

14 | Flexibilitate, adaptabilitate

15 | Inovare continud si schimbarea organizationala

16 | Interesul fata de comunitatea locala

17 | Imbunatitirea climatului de munci

18 | Loialitate

19 | Onestitate, demnitate

20 | Ordine si disciplina

21 | Orientarea spre parteneri si colaboratori

22 | Orientarea spre rezultate

23 | Orientarea spre excelentd si imbunatatirea performantelelor

24 | Orientarea spre responsabilitatea sociald a universitatii

Orientarea spre satisfactia angajatorilor fatd de calitatea
absolventilor

26 | Orientarea spre satisfactia personalului

27 | Orientarea spre satisfactia studentilor

28 | Pasiune

29 | Profesionalism

30 | Promptitudine

31 | Realism

32 | Respect fata de alte culturi, traditii

33 | Respectarea angajamentelor managerilor

34 | Respectarea regulamentelor

35 | Respectul managerilor fata de opiniile celorlalti

36 | Securitate / siguranta (personald, a postului etc.)

37 | Simplitate

38 | Spirit de echipa

39 | Stabilitatea organizationala

40 | Stimularea spiritului de initiativa

41 | Talent
42 | Traditie
43
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Situatia existenta | Situatia dorita
- in prezent peste 2-3ani
3 Valori AN S| w[A [N |om|[<x|w
z 3131313131333 13|3
o o o | Q o| o o o o
313131513(5|13/5(3|3
44
45
- o
Va multumim /
Anexa 2

Chestionar
privind cultura organizationala a unei universitati (11)

Vi rugam sa precizati, prin marcarea cu un (X) , a urmatoarelor informatii despre universitate si despre dumneavoastra
Vechimea in

Numirul Statutul Domeniul studiilor organizatie Natura postului ocupat -
Pe_fso“"%'”'”' profesional Sub 2 ani Manager superior (rector,
didactic al . L
R 1. Studii superioare: prorector)
universitatii . B — o . ) M —
Personal didactic || 1.1, Arta || 2— 5ani L Manager de nivel ierarhic
Sub 50 Cercetator | | 1.2.Economie | | 5-10ani | | mediu (decan, prodecan) ]
Personal didactic 1.3. Inginerie 10 - 20 ani Manager de prima linie (sef
50250 | | auxiliar, adm. 1.4, Juridice | | Peste20ani | | de catedra, sef serviciu etc.)
250-500 | | Student (ciclul 1) ] 1.5. Medicini L o Nonmanager |
500 - 1000 Student master 1.6. Socio-umane Student
Peste 1000 1.7. Stiinte
2. Studii medii | | Judegul |

Afirmatiile de mai jos sunt impartite In sase sectiuni. Fiecare sectiune are cate patru formulari, notate cu A, B, C
si D. Va rugam sa repartizati 100 de puncte pe cele patru formulari ale fiecarei sectiuni in functie de gradul in
care sunteti de acord cu aceste afirmatii. Acest sistem de alocare al celor 100 de puncte se va efectua atat pentru
situatia existentd in prezent in cadrul universitatii, cit si pentru situatia doritd a avea loc in viitor, peste 2 — 3 ani.

Existent
Preferat

1. Caracteristici dominante

A. Universitatea este un loc foarte personal. Este ca o familie extinsa, in care oamenii par
sa Tmparta o multime de lucruri intre ei.

B. Universitatea este un loc foarte dinamic si antreprenorial. Oamenii sunt dispusi sa isi
asume riscuri.

C. Universitatea este puternic orientata spre rezultate. Modul in care oamenii si-au
indeplinit responsabilititile reprezintd o preocupare majora. Oamenii sunt foarte
competitivi §i orientati spre realizare.

D. Universitatea este un loc foarte controlat si structurat. In general, procedurile formale
stau la baza a ceea ce fac oamenii.

Total 100 100
2 | Leadershipul organizational

A. Liderul, in general, urmareste sa exemplifice, sd indrume, sa faciliteze, si cultive.

B. Liderul are rolul de a stimula spiritul antreprenorial, inovarea si asumarea de riscuri.
C. Liderul are rolul de a nu se face greseli, fiind orientat spre rezultate.
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Existent
Preferat

D. Rolul liderului este de a coordona, organiza si a asigura eficienta activitatilor.

Total

100

[y
o
o

3 | Managementul angajatilor

A. Stilul de leadership in cadrul universitatii este caracterizat de munca in echipa,
consens §i participare

B. Stilul de leadership in cadrul universitatii este caracterizat de asumarea riscului
individual, de inovare, libertate si unicitate

C. Stilul de leadership cadrul universitatii este caracterizat de competitivitate, un efort
deosebit din partea managerilor, cerinte si realizari ridicate

D. Stilul de leadership in cadrul universitatii este caracterizat de securitate a ocuparii
resurselor umane, conformitate, predictibilitate si stabilitate in relatiile inter-umane

Total

100 100

4 | Liantul organizational

A. Liantul care tine membrii universitatii impreuna este de dat de loialitatea si increderea
reciprocd. Angajamentul fata de universitate este ridicat.

B. Liantul care tine membrii universitatii impreuna este reprezentat de angajamentul fata
de inovare si dezvoltare.

C. Liantul care tine membrii universitatii Impreuna este accentul pus pe realizare si
atingerea obiectivelor.

D. Liantul care tine membrii universitatii impreuna este dat de regulile si politicile
formale. Este importanta mentinerea unei bune deruldri a operatiunilor.

Total

100 100

5 | Orientarea strategica (pe ce se pune accentul)

A. Universitatea pune accentul pe dezvoltarea umana. Este prezentd o mare incredere,
deschidere si participare activa a componentilor universitatii.

B. Universitatea vizeazi dobandirea de noi resurse si crearea de noi provocari. Incercarile
de a face lucruri noi si de a prospecta oportunitati sunt apreciate.

C. Universitatea este orientatd spre actiuni competitive si realizare. Adoptarea unor
obiective relevante, de importantd majora pentru dezvoltare reprezinta o preocupare
dominanta a managerilor.

D. Universitatea este orientatd spre persistenta si stabilitate. Sunt considerate ca fiind
importante eficienta, controlul si functionarea fara impedimente a activitatii.

Total

100 | 100

6 | Criterii de succes

A. Universitatea isi defineste succesul prin dezvoltarea resurselor umane, a muncii in
echipa, a angajamentului angajatilor, precum si prin preocuparea pentru 0ameni

B. Universitatea isi defineste succesul prin a avea cele mai noi programe didactice si de
cercetare. Universitatea este un lider in domeniul inovarii.

C. Universitatea isi defineste succesul prin a se pozitiona in fruntea ierarhiilor. Cheia
succesului este datd de a fi lider in fiecare domeniu didactic sau de cercetare.

D. Universitatea isi defineste succesul prin eficienta, costuri reduse, o buna organizare si
controlul riguros al tuturor activitatilor.

Total

100 100
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Capitolul 2. EVALUAREA
PERFORMANTELOR: IMPLICATII
ASUPRA RECRUTARIIL, PARTICIPARII SI
MOTIVARII RESURSELOR UMANE DIN
UNIVERSITATI

Obiectivele capitolului:

- intelegerea conceptului de evaluare a performantelor angajatilor unei institutii de
invatamant superior;

- congtientizarea importantei utilizarii unor criterii variate si potrivite pentru evaluarea
obiectiva a performantelor angajatilor;

- evidentierea unor metode relevante de evaluare a performantelor salariatilor unei
organizatii;

- intelegerea impactului pe care procesul complex de evaluare a performantelor il poate
avea asupra alegerii carierei universitare si motivatiei in munca a cadrelor didactice
din universitati;

- 1dentificarea principalelor avantaje si dezavantaje ale evaluarii performantelor
resurselor umane din universitati;

- Iintelegerea procesului complex de evaluare a performantelor cadrelor didactice intr-0

institutie de Invatdmant economic superior din Romania.

2.1. Introducere

Evaluarea performantelor profesionale ale angajatilor unei organizatii este o activitate
a managementului resurselor umane ce capatd o arie de raspandire din ce in ce mai larga,
devenind activitate strategici in cadrul procesului de gestionare a resurselor umane. In
contextul obtinerii performantelor economice si a avantajului competitiv, organizatiile private,
dar, din ce in ce mai mult si institutiile publice, constientizeaza necesitatea implementarii unui
sistem cat mai adecvat de evaluare a performantelor profesionale ale angajatilor.

Evaluarea performantelor profesionale ale angajatilor din organizatiile contemporane
reprezinta o activitate absolut necesara in contextul economiei bazate pe cunostinte si cu atat
mai mult in centrele si institutiile universitare, formatoare de forta de munca. Totusi, dintre
toate activitatile cuprinse de managementul resurselor umane, evaluarea performantelor este,
cu sigurantd, una dintre cele mai contestate si mai putin populare activitati desfasurate, pentru
toate persoanele implicate in acest proces, intrucat, nedesfasurata corespunzator, poate genera
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o multitudine de conflicte organizationale. Din acest motiv, sistemele de evaluare a
angajatilor trebuie sa fie adaptate specificului activitatilor desfasurate, sa aiba un grad cat mai
mare de obiectivitate, fiind necesara realizarea unei aprecieri in raport cu cerintele si
particularitatile locului de munca, dar si evaluari diferentiate, in functie de responsabilitatile
atribuite fiecarui loc de munca.

Printre obiectivele principale ale evaludrii performantelor profesionale sunt, cu
sigurantd, identificarea nivelului de performantd al unui salariat pe o perioadd de timp,
imbunatatirea comunicarii dintre angajati si conducerea organizatiei, stabilirea unor metode
de training in viitor, identificarea unor noi modalitati de salarizare si, foarte important,
promovarea in cadrul organizatiei $i managementul carierei.

In ultimii ani, evaluarea performantelor a devenit o trasatura cheie a organizatiilor
competitive, aflate Tn permanenta in cdutarea avantajului competitiv si a schimbarii. Acest
fapt a determinat dezvoltarea unor sisteme integrate de management al performantei (PMS —
performance management systems), de foarte multe ori axate pe competente. Chiar si in
sectorul public, printr-o miscare denumita in literatura de specialitate ,,noul managerialism”
sau ,,noul management public” (Pollitt, 2000), managementul performantei este privit tot mai
mult ca fiind calea spre responsabilitatea administrativa, atingerea standardelor si oferirea de
plus — valoare serviciilor prestate.

2.2. Evaluarea performantelor, parte componenti a managementului
performantei si importanta sa in dezvoltarea resurselor umane din
sistemul universitar

Pentru a putea intelege importanta procesului de evaluare a performantelor resurselor
umane din universitati, trebuie sd avem in vedere si faptul ca aceasta este o0 componenta de
baza a managementului performantei. Privit ca o modalitate de a obtine rezultate individuale
si organizationale mult mai bune prin intelegerea si conducerea performantei intr-un cadru
unitar s1 contextual al invatamantului, managementul performantei poate fi definit ca o
abordare strategica si integratd a asigurarii succesului de duratd in activitatea organizatiilor,
prin imbunatatirea performantei oamenilor care lucreazd in ele si prin dezvoltarea
capabilitdtilor echipelor si a participantilor individuali (Armstrong si Baron, 1998).

Conform altor specialisti in domeniu, managementul performantei constd intr-o0
abordare sistematicd a managementului resurselor umane in general si a evaluarii
performantelor in special, folosind obiectivele, performantele, aprecierile si feedback-ul ca
mijloace de motivare a angajatilor pentru a intelege si a folosi la maximum potentialul lor
creator in vederea atingerii obiectivelor organizationale (Lefter & Deaconu, 2008)

Managementul performantei este strategic in sensul cd are ca obiect problemele mai
generale cu care se confrunta universitatea pentru a putea functiona cu eficacitate in mediul in
care se afla si directia generala pe care doreste sd o adopte pentru a-si indeplini obiectivele pe
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termen mai lung. Managementul performantei trebuie sa fie integrat in procesul complex de

gestionare a organizatiei si sd fie corelat cu alte procese esentiale, cum ar fi strategia
universitatii, dezvoltarea angajatilor si managementul calitatii totale. Caracterul integrat
presupune:

- integrare pe verticald — se realizeaza cu strategia economica a organizatiei. La
nivel de echipa si individual se convin obiective care sd sustind realizarea
scopurilor organizationale. Acestea iau forma obiectivelor coordonate in sens
descendent, de la nivel organizational, la nivelul functiunii, la nivel de echipa si
angajat individual. Alinierea strictd a acestor obiective este esentiald si mai ales
convenirea de comun acord asupra obiectivelor, la care trebuie sa se ajunga prin
dialog deschis intre manageri $i angajati.

- Integrarea orizontald — presupune alinierea strategiei de management al
performantei cu alte strategii de resurse umane referitoare, iIn mod deosebit la
dezvoltarea organizationald, evaluare, remunerare, pentru a se realiza o abordare
coerentd a managementului si dezvoltarii personalului organizatiei;

- Integrarea necesitatilor individuale cu cele organizationale.

Un model al managementului performantei unanim acceptat de literatura
internationald de specialitate si aplicabil si In universitati nu exista in prezent, insa foarte
multi autori vorbesc despre existenta unui ciclu al managementului performantei. Autorii
modelului prezentat in continuare (Mabey, Salaman & Story, 2001) au identificat cinci
elemente ale acestui ciclu: stabilirea obiectivelor performantei; masurarea rezultatelor;
obtinerea feedback-ului in urma masurdrii; recompensarea in relatie directd cu rezultatele;

modificarea si completarea obiectivelor si activitatilor.

Stabilirea > Maisurarea
obiectivelor performantelor
/'Y i
Feedback-ul
Modificarea si l
completarea obiectivelor
si activitatilor P Recompensarea in
- functie de rezultate

Figura 2.1. Ciclul managementului performantei
(adaptat dupa Mabey, Salaman & Storey, 2001)

Aceste elemente ale ciclului managementului performantei pot fi atat descriptive cat si

9 A

prescriptive. Unii autori folosesc managementul performantei ca un ,,cadru de desfasurare” in

vederea analizarii diferitelor aspecte ale managementului strategic al resurselor umane. Altii
argumenteaza ca, evidentiind elementele esentiale ale procesului de management al
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performantei, ciclul prezintd o modalitate prin care procesul ar trebui si fie condus de
organizatiile ce doresc sd adopte o perspectiva strategica de gestionare a resurselor umane.
Nivelul la care poate opera un astfel de sistem de management al performantei, precizeaza
autorii, depinde de modul in care organizatia doreste sa aplice acest model. Modelul nu
precizeaza nivelul la care se aplica aceste elemente: la nivel de individ, la nivel de echipa, in
departamente sau unitafi strategice sau la nivelul intregii organizatii, ci lasd la latitudinea
managementului organizatiei alegerea nivelului. Experienta autorilor subliniazd insa faptul ca
ciclul managementului performantei se aplica in mod special la nivel individual.

Dupa cum prezinta si autorii acestui model, masurarea performantelor angajatilor unei
organizatii este un proces esential al managementului performantei. Cerinta de a evalua
personalul unei organizatii este impusa de ritmul accelerat de dezvoltare tehnico-stiintifica, de
aparitia unor tehnologii performante in mai toate domeniile de activitate, de concurenta acerba
rezultatd In urma internationalizarii activitatii multor companii. Este motivul pentru care, in
foarte multe domenii de activitate si inclusiv in universitati, diferenta si avantajul competitiv
este determinat, in ultima instanta de performantele oamenilor angajati.

Intr-o lucrare de specialitate, Pitariu (2006) precizeazi faptul ci in Romania existd
diverse sisteme de apreciere a personalului din organizatii intrucat este constientizat efectul
benefic al acestei activitd{i asupra productivitatii angajatilor, recunoscandu-se necesitatea ei in
cresterea nivelului de competitivitate a organizatiilor. Specialistul precizeazd insa ca in
practicd ne confruntdm cu fise de evaluare standardizate, impuse prin lege, criterii de
performantd stabilite anual de citre un for tutelar. In institutiile publice, de exemplu,
coeficientii de pondere, adica gradele de importantd sunt stabiliti arbitrar iar stabilirea
calificativului general nu are o baza stiintifica. Obiectivitatea este o altd problema cu care se
confruntd organizatiile in procesul de evaluare, de foarte multe ori evaluatorii neintelegand
continutul standardelor de performanta si complacandu-se in a evalua superficial.

Principalele obiective pe care o universitate trebuie sd le aibd prin intermediul
procesului complex de evaluare a performantelor angajatilor trebuie:

- sa ajute la imbunatatirea performantelor angajatilor si sa determine schimbarea

atitudinii si comportamentelor in directia celor promovate de organizatie;

- sa asigure angajatilor informatiile necesare dezvoltarii lor profesionale,

conferindu-le incredere in sine;

- saidentifice nevoile de dezvoltare profesionala a cadrelor didactice si sa evalueze

rezultatele programelor anterioare;

- sd congtientizeze salariatii asupra legaturii dintre performantele lor si

performantele universitatii,

- sa promoveze atitudinile si comportamentele cheie pentru fiecare post in parte;

- saevalueze obiectivele individuale si de echipa (catedra, facultate);

- sa se constituie intr-un suport pentru 0 comunicare eficienta;

- sdcreasca motivatia Tn munca a angajatilor;
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- sa fie punctul de plecare in vederea dezvoltarii carierei profesionale a cadrelor

didactice.

Legislatia din Romania (Guvernul Romaniei, 2000, Hotararea nr.238) reglementeaza
normele metodologice pentru evaluarea performantelor profesionale individuale ale
personalului didactic din invatamantul superior, aceasta facandu-se de catre rector, pe baza
propunerilor sefilor de catedrd/departament, cu avizul decanilor/directorilor de colegiu,
potrivit criteriilor de evaluare.

Criteriile de evaluare si indicatorii de performantd pentru personalul didactic din
invatamantul superior sunt urmatorii:

1. Elaborarea de materiale

- Introducerea unor cursuri noi, didactice pe directii neelaborate anterior;

- Cursuri universitare proprii, cu inalt grad de originalitate;

- Suporturi de studiu pentru seminarii (antologii, companioane, culegeri tematice),

laboratoare, proiecte;
2. Cercetare stiintifica

- Carti, monografii, tratate publicate in edituri recunoscute;

- Studii publicate in reviste de specialitate, cu referenti si colective editoriale;

- Conferinte/lucrari de sinteza prezentate la manifestari stiintifice recunoscute;

- Lucrari publicate in volumele unor conferinte nationale si/sau internationale, cu

referenti si comitet de program;

- Brevete omologate, produse aplicate;

- Premii stiintifice, acordate prin lucrari;

- QGranturi castigate prin competitie;

- Contracte de cercetare stiintifica;

- Rapoarte de cercetare stiintifica.

3. Recunoastere nationala si internationala

- Profesor invitat pentru prelegeri la universitati de prestigiu;

- Membru in academii de stiinte si arte;

- Membru in societati stiintifice internationale;

- Membru in comisii de doctorat;

- Membru in colective de redactie ale unor reviste recunoscute;

- Membru in comitetele internationale de program,;

- Membru in echipe de expertizare/evaluare a procesului educational,

- Membru in consilii nationale de specialitate;

- Organizator de manifestari stiintifice internationale si/sau nationale;

- Referent stiintific/expert national si international.
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4. Activitate cu studentii
- Evaluarea cadrelor didactice de catre studenfi (comunicare, aprecierea
cursului/seminarului/proiectului, aprecierea metodei de lucru, claritatea expunerii
etc.) pe baza unei metodologii stabilite de senatul universitar;
- Conducerea unor cercuri stiintifice studentesti;
- Numarul de studenti Inscrisi la cursurile si seminariile aferente postului de baza.
5. Activitatea in comunitatea academica

- Numarul de lucrari de absolvire, licente (diploma), disertatie, doctorat, conduse;

- Participarea la sesiuni stiintifice, simpozioane, mese rotunde, organizate in

institutia de Invatamant superior.

Toate criteriile de evaluare a performantelor mentionate se aplica diferentiat in raport
cu functiile didactice din Invatdmantul superior. Aceste criterii minime mentionate in
legislatia romaneasca in vigoare pot fi completate de catre senatele universitare cu alte criterii
de evaluare si indicatori de performanta care sa sustina politica de dezvoltare institutionala si
ca intareasca competitivitatea institutiei.

Fiecare indicator de performanta este evaluat pe o scara de la 0 la 5. Salariul de baza al
fiecarui cadru didactic va fi stabilit in functie de rezultatul obtinut prin insumarea punctelor
acordate pentru indicatorii de performanta, combinat cu ponderea criteriilor de evaluare
stabilitd la nivelul institutiei pentru fiecare functie didactica, tindnd seama de limitele
prevazute de lege si de veniturile institutiei.

Prin intermediul evaluarii cadrelor didactice se urmareste identificarea nevoilor de
formare pe un anumit domeniu, Tmbunatatirea activitatii didactice, evidentierea calitatilor
personale ale fiecarui salariat, crearea unui climat de incredere reciprocd intre conducerea
institutiei de Invatdmant superior si cadrele didactice, autocunoasterea si constientizarea
calitatilor si competentelor personale si profesionale si, nu In cele din urma, salarizarea

corespunzatoare nivelului de performanta.

2.3. Implicatii ale procesului de evaluare a performantelor asupra
recrutarii si selectiei resurselor umane din universitati

Dupd cum am mentionat anterior, evaluarea performantelor resurselor umane din
universitati permite desfasurarea corespunzatoare a unor activitati din domeniul resurselor
umane, printre acestea numarandu-se si recrutarea si selectia. Datele si informatiile privind
evaluarea performantelor permit elaborarea unor decizii manageriale rationale in legatura cu
activitatea de recrutare si selectie, evitand desfasurarea la intamplare sau pe baze subiective a
acesteia. Rezultatele obtinute in urma procesului de evaluare a performantelor cadrelor
universitare valideaza programele de recrutare si selectie, intrucat oferd numeroase informatii

pentru inventarele de aptitudini si creeaza, totodata, baza necesara pentru un sistem integrat al
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resurselor umane, precum si pentru realizarea unui diagnostic permanent al acestora
(Manolescu, Lefter & Deaconu, 2007).

Un proces obiectiv de evaluare a performantelor cadrelor didactice universitare poate
actiona ca o parghie in atragerea tinerilor absolventi, cu aptitudini didactice si reale
preocupari in domeniul stiintific. De asemenea, din perspectiva institugiilor universitare,
indicatorii obtinuti in urma evaluarii performantei evidentiaza calitatea fortei de munca
angajate, sunt niste indici elocventi ce sugereazd necesarul de resurse umane pe diferite

departamente si facultati.

2.4. Metode de evaluare a performantelor cadrelor universitare si impactul
acestora asupra motivarii

2.4.1. Evaluarea salariatilor in functie de cerintele si particularitatile locurilor de munca

In sistemul de invatimant, poate mai mult decat in oricare alt domeniu de activitate,
evaluarea salariatilor, pentru a fi cat mai realistd, trebuie sa {ind cont de cerintele si
particularitatile specifice fiecarui loc de munca. Ulterior abia, trebuie analizatd masura In care
profilul angajatului corespunde activitdtii ce trebuie desfasurate la nivelul postului. O aplicatie
de evaluare anuala multicriteriala pentru postul de profesor universitar (Universitatea ,,Lucian
Blaga” din Sibiu) aduce in prim plan o serie de criterii de evaluare a posturilor:

1. Pregétirea profesionala impusa

- Pregatirea de baza;

- Pregatirea de specialitate;

- Perfectionari (conform Legii nr. 128/1997)

2. Experienta executarii operatiunilor specifice postului:

- Experienta in muncs;

- Experienta 1n specialitate.

3. Dificultatea operatiunilor specifice postului:
- Complexitatea postului;
- Gradul de autonomie in actiune;
- Efortul intelectual cerut;
- Aptitudini deosebite;
- Tehnologii speciale.
4. Responsabilitatea implicata de post:

- De conducere, coordonare structuri echipe proiecte;

- Responsabilitatea pregatirii luarii unor decizii, pastrarea confidentialitatii.
5. Sfera de relatii:

- Gradul de solicitare din partea structurilor interne/externe;

- Gradul de solicitare din partea studentilor si a cetatenilor.
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Stabilirea cerintelor si particularitatilor locurilor de munca si intregul proces de
evaluare a performantelor profesionale a cadrelor universitare poate fi efectuata de catre:

- manageri situati pe diverse niveluri ale ierarhiei institutiei de invatamant superior;

- subordonati directi ai angajatului in cauza;

- colegi situati pe pozitii egale;

- evaluatori din exteriorul universitatii (C.N.C.S.L.S., A.R.A.C.LS., M.E.C.I. etc.)

- comisii de evaluare mixte;

- analisti ai muncii;

- cadrul didactic insusi, prin intermediul unei autoevaluari.

2.4.2. Metoda Feedback 360°

Evaluarea performantelor prin metoda Feedback 360° constituie una dintre cele mai
moderne si relevante metode de evaluare a angajatilor unei organizatii ce ar putea fi
implementata cu succes si in universitafi, tocmai pentru a imbunatati performantele
angajatilor si pentru a-i motiva in vederea obtinerii unor succese profesionale dorite sau
asteptate. Feedback 360° este un concept relativ nou si modern pe care multe dintre
organizatiile multinationale il folosesc cu rezultate semnificative.

Evaluarea 360° ofera o imagine globalad asupra angajatului referitoare la performantele
profesionale dar si la capacitatea angajatului de a relationa cu altii, de a comunica eficient.

Evaluarea 360° poate fi implementatd cu succes in organizatii deschise, cu un sistem
managerial modern si flexibil, in care comunicarea si fluxurile informationale sunt bine
organizate, intrucat aceste tipuri de companii permit examinarea directd nu numai a
individului, analizat separat, dar si a interactiunilor dintre angajati, dintre posturi situate pe
acelasi nivel ierarhic sau pe nivele ierarhice diferite. De asemenea, aceasta metoda permite si
identificarea modului in care interactioneaza angajatii organizatiei cu persoane din afara

acesteia cum ar fi studentii sau colaboratorii.

Conceptul de Feedback 360°. Evaluarea 360°, cunoscutd in literatura de specialitate
si sub denumirea de Feedback 360° sau multi-rater feedback, este un concept relativ nou care
insd incepe sa fie implementat din ce in ce mai mult datorita gradului crescut de obiectivitate
pe care il ofera in evaluarea performantelor angajatilor unei organizatii. Acest sistem de
evaluare a performantelor presupune obtinerea unor evaludri diverse, din partea unui numar
mare de evaluatori, atat din interiorul companiei cat si din partea unor persoane din exterior,
implicate n activitatea organizatiei sau care au interese directe legate de entitatea vizata.

Feedback-ul in evaluarea 360° vine din partea unui sistem de evaluatori format din
subordonati, persoane aflate pe acelasi post cu angajatul evaluat sau pe acelasi nivel ierarhic,
manageri de linie si supervizori, dar si posibili clien{i. Evaluarea 360° ofera o imagine globala
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asupra angajatului referitoare la performantele profesionale dar si la capacitatea angajatului de

a relationa cu altii, de a comunica eficient.

Feedback-ul 360° a fost definit de catre Ward (1997) ca fiind ,,0 colectie sistematica de
date legate de performantele unui individ sau ale unui grup de indivizi, derivate din feedback-
ul obtinut din partea unor stakeholderi ai organizatiei”. Datele obtinute sunt de obicei
completate in formulare ce contin un numar mare de criterii de evaluare, insa evaluarea 360°
se poate baza si pe organizarea unor interviuri de evaluare.

Feedback-ul poate fi preliminar initiat de catre membrii unei echipe de proiect sau
departament sau impreund cu un leader de echipa. Poate, de asemenea, in prima faza sa ia
forma unei evaludri 180° atunci cand este oferit de subordonati managerului direct.

Rezultatul evaluarii poate fi prezentat direct persoanelor evaluate sau managerilor lor,
ori ambilor in acelasi timp. Consilierea resurselor umane in urma obtinerii rezultatelor
evaluarii poate fi realizata de catre un membru al departamentului de resurse umane sau chiar
de catre un consultant extern.

Situatii in care poate fi utilizata metoda Feedback 360°. Evaluarea 360° poate fi
implementata cu succes in organizatii deschise, cu un sistem managerial modern si flexibil, in
care comunicarea si fluxurile informationale sunt bine organizate, intrucat aceste tipuri de
companii permit examinarea directd nu numai a individului, analizat separat, dar si a
interactiunilor dintre angajati, dintre posturi situate pe acelasi nivel ierarhic sau pe nivele
ierarhice diferite. De asemenea, aceastd metodd permite si identificarea modului in care
interactioneazd angajatii organizatiei cu persoane din afara acesteia, cum ar fi studentii,
masteranzii sau doctoranzii in cadrul unei universitati. Informatiile preluate de la acestia sunt
intercorelate cu rezultatele interne si astfel pot fi trase concluzii pertinente si obiective despre
performantele profesionale ale cadrelor didactice. Viziunea in cadrul acestei metode este mult
mai largd decat n cazul formularelor standardizate de evaluare a performantelor. Pe de altd
parte, evaluarea 360° poate avea succes doar daca existd incredere si standarde etice inalte in
cadrul organizatiei si mai ales intre resursele umane ale firmei. Acesta este motivul principal
pentru care deschiderea organizatiei este absolut esentiald pentru a aplica un astfel de sistem
de evaluare.

Pentru a aplica feedback-ul 360° in universitatile din tara noastra trebuie sa se tina
cont si de gradul de deschidere al acestor sisteme si in ce masurd poate fi implementat cu
succes, mai ales datorita faptului ca exista experienta altor organizatii mai putin deschise din
obtine informatii concrete si relevante.

Evaluarea 360° nu este o metoda de evaluare care sa raspunda oricarui tip de obiectiv
urmarit prin managementul performantelor, fiind indreptatd in mod special catre identificarea
nevoilor de perfectionare si dezvoltare a angajatilor unei organizatii. Nu este un instrument
care sa conduca cu succes la determinarea unor sisteme de plata legate de performanta sau la

promovari, ci este un instrument de dezvoltare organizationala. Metoda are ca avantaj, in
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primul rand, identificarea nevoile de training si dezvoltare ale angajatilor organizatiei in

cauza. Acesta este motivul pentru care specialistii in domeniu recomanda sa fie folosite si alte

metode de evaluare a performantelor pe langa feedback-ul 360° in vederea stabilirii unor

sisteme de recompensare echitabile si pentru realizarea unor planuri de cariera

organizationala.

In vederea obtinerii unor informatii relevante prin intermediul feedback-ului 360°,

exista o serie de factori de care organizatiile trebuie sa tind cont (Hunt, 2005):

Sa asigure o implicare directd a personalului pentru realizarea sistemului de
evaluare;

Sa propuna un sistem relativ usor de invatat si de utilizat;

Sa ofere oportunitatea intregului personal de a Invata modalitatile de evaluare;

Sa implementeze un sistem de comunicare directd cu angajatii implicati in
evaluare;

Sa realizeze initial o testare a evaluarii si sa ofere feedback in urma acesteia;

Sa asigure confidentialitatea informatiilor;

Sa monitorizeze atent desfasurarea procesului de evaluare.

Elaborarea si implementarea Feedback-ului 360°. Pentru a elabora si implementa

evaluarea 360° trebuie sd urmam o anumitd metodologie si o serie de pasi:

a)

b)

d)

Definirea obiectivelor evaludrii performantelor — este important sa precizdm inca
de la inceput scopurile urmadrite prin aceastd metoda. De asemenea este necesar ca
evaluatorii sa scoata inca de la inceput in evidenta faptul ca este o metoda prin
care se urmareste identificarea nevoilor de dezvoltare a angajatilor si nu neaparat
promovarea unor persoane sau acordarea de beneficii financiare.

Identificarea persoanelor evaluate si a celor care vor primi rezultatele evaluarii.
Alegerea ariilor de munca sau de comportament asupra carora evaluarea isi
indreapta atentia — aceste informatii pot fi direct legate de un model de competente
sau poate lua forma unei liste ce va cuprinde principalele arii de dezvoltare
urmarite.

Determinarea participantilor la evaluare — managerul direct al persoanei evaluate,
membrii ai echipei in care lucreaza, alti colegi de serviciu din cadrul altor
departamente, persoane externe, in functie de fiecare post in parte. Tot in aceasta
etapa trebuie sa se decida daca personalul departamentului de resurse umane sau
chiar o serie de consultanti externi vor ajuta managerii in obtinerea si folosirea
feedback-ului obtinut.

Alegerea unor metode de colectare a datelor — cel mai des folosite sunt
chestionarele. Acestea pot fi intocmite intern, de catre specialistii departamentului
de resurse umane sau pot fi cooptati consultanti externi cu experienta in realizarea
unor astfel de formulare de evaluare a performantelor. In ultima perioada au aparut
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si o serie de programe informatice care oferd posibilitatea utilizatorilor de a
intocmi formulare de evaluare on-line, foarte usor de utilizat si care pot realiza si o
sinteza a informatiilor evaluatorilor.

f) Planificarea si implementarea programului in forma initiald — se recomanda ca
programul sd fie pilotat de managementul superior al universitatii sau al unui
departament. Schema pilot trebuie sa ofere informatii concrete persoanelor
implicate, in legatura cu scopul evaluarii 360°, cum va functiona si rolul pe care il
va avea fiecare participant la evaluare. Obiectivul este acela de a scoate in
evidenta beneficiile obtinute in urma feedback-ului.

g) Analizarea reactiilor initiale ale participantilor la evaluare si realizarea unor
modificari ale schemei pilot atunci cand este cazul.

h) Planificarea si implementarea programului in forma finald — acesta trebuie sa
includa obiectivele, sistemul de comunicare, trainingul si suportul acordat de
echipa departamentului de resurse umane si, atunci cand este posibil si
posibilitatea de a consulta un specialist extern.

1) Monitorizarea si evaluarea programului — evaluarea 360° este un proces ce poate
provoca anxietate si stres angajatilor si de aceea trebuie sd fie monitorizat continuu
pentru a avea rezultate pozitive si pentru a oferi informatii relevante.

Pentru a fi asiguratd continuitatea procesului de evaluare si pentru a fi utile
evaluatorilor si persoanelor evaluate, existd formulare de apreciere in care sunt mentionate:
principalele activitati, atributii s1 sarcini desfasurate, obiectivele individuale si
organizationale, aprecierea propriei activitdfi de catre persoana evaluatd (autoevaluare),
etapele caracteristice ale evaluarii, precum si discutiile fata in fatd intre persoanele care
evalueaza si cele evaluate.

Rapoartele de evaluare contin, atat aprecieri punctuale, pe anumiti indicatori sau
criterii, cat si elemente descriptive, pentru a reda cat mai fidel performanta si potentialul celui
evaluat, precum §i pentru a rezulta o imagine de ansamblu a individului apreciat, necesare
ierarhizarii valorice a angajatilor de catre evaluatori.

Indiferent cum sunt denumiti sau grupati, indicatorii utilizati cuantifica si sintetizeaza
competenta profesionald, aptitudinile valorizate de cdtre companie sau trasaturile de
personalitate ale angajatilor evaluati. Pe baza acestora, se evalueaza potentialul unui angajat la
un moment dat, ce rezultd din modul in care aceste calitati sunt valorificate in activitatea
profesionald si concretizate in performanta indeplinirii unor sarcini sau obiective.

Performanta obtinuta, competenta profesionald, trasaturile de personalitate sau
potentialul pe ansamblu sunt apreciate dupa scale de masurare identice sau, dupa caz, diferite,
insd corelate intre ele.

Aprecierea sau concluzia generald deriva din analiza efectuatd asupra tuturor
caracteristicilor evaluate ale fiecarui angajat, in comparatie cu cele ale tuturor celorlalti
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angajati cu aceeasi vechime sau care indeplinesc o functie similara, obtinandu-se astfel o
imagine globala asupra performantei si potentialului angajatului evaluat.

Avantajele folosirii metodei Feedback 360° si impactul asupra motivarii cadrelor
didactice. Aceasta metoda de evaluare prezinta o serie de avantaje deosebite, fapt pentru care
un numadr foarte mare de organizatii, din intreaga lume, Incearca sa implementeze un astfel de
sistem de evaluare. In primul rind, oferd persoanelor implicate in procesul de evaluare o
viziune mai larga asupra modului in care sunt percepute in cadrul organizatiei. Un alt avantaj
este acela legat de identificarea concreta a abilitatilor si competentelor personalului angajat si
a deficientelor sale. Pe de altd parte, ajuta si managementul de nivel superior sd constientizeze
propriile nevoi de training si dezvoltare dar si performantele obtinute in prezent. Feedback-ul
360° incurajeaza feedback-ul deschis, afirmarea unor nevoi de dezvoltare profesionala si
identificarea punctelor critice ale evolutiei pe un loc de munca. Metoda poate conduce la
identificarea nevoilor de dezvoltare individuald, pe diverse departamente sau chiar la nivel
organizational. De asemenea, aduce in discutie principalele puncte forte ale organizatiei si
avantajele competitive neidentificate anterior. Unul dintre cele mai mari avantaje se refera la
introducerea in cadrul organizatiei a unui sistem de perfectionare, de dezvoltare profesionala,
bazat pe Incredere si cultura organizationala.

Prin intermediul evaluarii Feedback 360° managementul resurselor umane trebuie sa
incurajeze crearea unor procese de management al performantei care sd ofere posibilitati de
obtinere a acordului in privinta asteptarilor si a feedback-ului pozitiv in privinta realizarilor
cadrelor universitare.

Un rol deosebit al functiunii de resurse umane din universitati in motivarea angajatilor
este acela de a reusi sa elaboreze sisteme de recompensare in functie de performanta care sa
ofere posibilitati atdt pentru recompense financiare, cat si nefinanciare, in vederea
recunoagterii realizarilor. Sistemele de recompensare financiara nu sunt neaparat adecvate in
orice situatie si trebuie luate in calcul Invatamintele teoriei asteptarilor atunci cand se concept
si se administreaza aceste sisteme.

Managementul universitar trebuie sd recunoasca necesitatea unei munci care sa le
ofere profesorilor mijloacele prin care isi pot atinge scopurile, un grad rezonabil de autonomie
si posibilitati de fructificare a aptitudinilor si competentelor proprii. Specialistii de resurse
umane emit recomandari asupra proceselor pentru definirea posturilor, care sd tind cont de
factorii ce influenteazd motivatia in munca si sa permitd mbogatirea posturilor sub forma
varietatii, a responsabilitatii de luare a deciziilor si cadt mai multa putere de control in
desfasurarea muncii.

Orice persoana doreste, Intr-o masurd mai mare sau mai mica sa aiba o cariera, sa se
dezvolte din punct de vedere personal prin munca depusa. Functiunea de resurse umane
asigura inlesniri si posibilitati de invatare prin mijloace de genul proceselor de planificare a

dezvoltarii personale, precum si prin formare profesionald de facturda mai formald. Are, de
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asemenea §i un rol important in crearea unei culturi care sa sustind procesele de punere in
valoare §i recompensare a angajatilor.

Motivatia Tn munca este amplificata si de un stil de conducere care stabileste directia
de actiune, incurajeaza si stimuleaza dorinta de realizare si 11 sustine pe angajati in efortul lor
de a-si atinge obiectivele si de a-si imbunatati performanta in general. Specialistii de resurse
umane concep cadre normative de competentd care sa se concentreze pe calitatile de
conducere si pe comportamentele asteptate din partea managerilor si a conducatorilor de
echipe.

2.5. Avantaje si dezavantaje ale evaluarii performantei resurselor umane
din universitati

Evaluarea performantelor angajatilor unei organizatii poate conduce, foarte usor, atat
la o reala motivare in munca a acestora, cat si la o profunda demotivare. Poate transforma,
intr-un timp foarte scurt, un angajat foarte motivat, intr-unul care nu mai are incredere si
putere sa desfasoare sarcinile zilnice. O astfel de situatie, intalnita uneori si in sistemele
universitare, se poate datora fie indulgentei, fie exigentei in procesul de evaluare. Aceste erori
apar atunci cand anumifi evaluatori manifesta tendinta de a evalua toate cadrele didactice fie
la un nivel inalt, fie la un nivel prea scazut. Prin urmare, poate aparea tendinta de crestere a
subiectivitatii prin acordarea nejustificatd de calificative foarte favorabile sau foarte
nefavorabile. O astfel de situatie poate fi evitatd prin folosirea unor criterii multiple in
evaluare si a mai multor evaluatori, fapt care in sistemul universitar din Roméania este
reglementat prin legislatia in vigoare (Guvernul Romaniei, 2000, Hotararea nr.238) si
completat de regulamentele interioare ale fiecarei institutii universitare (de ex. Regulamentul
privind evaluarea periodica a personalului didactic, Academia de Studii Economice din
Bucuresti).

Evaluarea performantelor cadrelor universitare reprezintd si o metoda prin care acestea
pot comunica mai bine si Tn mod direct cu managementul institutiei, isi pot exprima nevoile.
Prin intermediul evaluarii managerii directi (sefi de catedra, decani, prorectori, rectori) pot
identifica nevoile de training si dezvoltare profesionala de care cadrele didactice trebuie sa
beneficieze pentru a-si putea desfasura la anume standarde profesionale activitatea didactica si
de cercetare stiintificd, mai ales cu cét, fiecare individ poate fi motivat prin stimuli diferiti.
Identificarea acestor parghii de motivare profesionald in Invatamant este esentiala pentru
procesul educational.

Prin intermediul evaluarii performantelor cadrelor universitare, nu trebuie sa obtinem
doar o imagine a performantelor din trecut, ci trebuie sd se aiba in vedere si viitorul, prin
examinarea obiectivelor, ambitiilor si planurilor pe care le are fiecare angajat. Evaluarea nu
este doar un proces liniar de explorare a performantei, de identificare a punctelor forte si a
punctelor slabe, ci oferd o planificare a obiectivelor anului urmator (perioadei urmatoare de
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evaluare) pentru fiecare cadru didactic implicat. Desi aceasta poate fi considerata o idee destul
de vaga, discutia dintre evaluator si evaluat este semnificativa in directionarea profesionala a

angajatilor din invatamant.

2.6. Concluzii

Procesul de evaluare a performantelor profesionale ale cadrelor didactice universitare
are multiple implicatii asupra motivatiei in munca a acestora. Prin urmare, putem concluziona
cd, atata timp cat este caracterizatd de obiectivitate si determind angajatul sa doreasca sa se
dezvolte din punct de vedere profesional, sd 1si Tmbunatateasca abilitatile de formator si
mentor, evaluarea este un proces necesar si cu multiple efecte pozitive la nivelul institutiilor
de invitimant superior. In acest capitol am prezentat cu preponderentd evaluarea formala a
performantelor cadrelor didactice, Tnsa nu trebuie sa uitam faptul ca exista si o evaluare
informala a performantelor, permanenta, relatiile zilnice dintre superior si angajat oferind
multiple ocazii prin care poate fi evaluatd performanta profesionala.
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Studiu de caz privind evaluarea periodica a performantelor personalului
didactic in Academia de Studii Economice din Bucuresti

UNIUNEA EUROPEANA

Academia de Studii Economice din Bucuresti (A.S.E. Bucuresti) este una dintre cele mai vechi si
prestigioase institutii de invatdmant economic superior si de administratie publicd din Romania, 1n ultimii ani
remarcandu-se prin procesul continuu de modernizare a curriculumului dar si a infrastructurii, din dorinta de a se
alinia procesului educational european. Din aceastd perspectiva, evaluarea periodica a performantelor cadrelor
didactice din Academia de Studii Economice din Bucuresti face parte din procesul complex de aliniere la
standardele europene in domeniul calitatii in invatdmantul superior.

Studiul de caz prezentat in continuare are in vedere expunerea unor linii generale referitoare la
procedura operationald de evaluare periodicd a calitatii personalului didactic, cerintd a Sistemului de
Management al Calitatii (SMC) conform standardului SR EN ISO 9001:2001, dar si ca procedura solicitatd de
prevederile art. 7, lit. d) — Asigurarea calitdtii corpului profesoral — al Ordinului Ministrului Educatiei si
cercetarii nr. 3928 din 21 aprilie 2005, privind asigurarea calitatii serviciilor educationale in institutiile de
invatamant superior si de prevederile art. 10, lit. ¢) — Managementul calitatii al Ordonantei de urgenta nr.
75/12.07.2005 privind asigurarea calitatii educatiei.

Aceasta procedurd stabileste principiile, metodele, criteriile si etapele pe baza carora se va efectua
evaluarea periodica a activitatii didactice, de cercetare stiintificd, de vizibilitate nationald si internationald a
prestigiului profesional si de integrare in mediul academic a tuturor cadrelor didactice din A.S.E. Bucuresti,
avand drept scop evaluarea cunostintelor de specialitate, capacitatea didactica de transmitere a cunostintelor
catre studenti, potentialul de cercetare stiintifica si deontologia profesionala a fiecarui cadru didactic (Procedura
operationala a Sistemului de Management al Calitatii, Evaluarea periodica a calitatii personalului didactic, Cod
PO — 15 — ASE, Editia 1/2006).

Evaluare periodica a performantelor personalului didactic este o evaluare de tip Feedback 360° si se
desfagoara sub conducerea Biroului Senatului, pe baza mai multor criterii generale de evaluare:

Criteriul 1 - Activitatea didactica

Evaluarea calitatii activitatii didactice este sintetizata de seful catedrei (decanul facultatii/Rector, pentru
sefii de catedre) intr-o Fisa de Evaluare (Anexa I). In Fisa de Evaluare se rezumi informatii si aprecieri din
Urmatoarele surse:

1. autoevaluarea activitatii didactice facuta de candidat;

2. evaluarea din partea colegilor;

3. evaluarea din partea studentilor;

4. lista de manuale si alte activitati didactice realizate de candidat;
5. evaluarea din partea sefului de catedra.

Autoevaluarea candidatului, contine aprecieri proprii asupra indeplinirii criteriilor de evaluare, cu
referiri la fiecare criteriu de evaluare. Rapoartele de autoevaluare vor fi inaintate sefului de catedra pentru a fi
incluse si coroborate cu celelalte 4 componente ale criteriului 1.

Aprecierea colegiala (peer review) se poate face prin sedinte de catedrd sau prin chestionare de
apreciere colegiald. Prin informatiile culese in cadrul aprecierii colegiale se vor urmari cu precadere aspectele
deontologiei profesionale ale fiecirui cadru didactic implicat in procesul de formare, precum si calitatile
personale manifestate ca membru al catedrei. In cazul cadrelor didactice cu functii de conducere, colegii aflati in
subordine vor urmari comportamentul managerial al acestuia, nivelul si riscul decizional asumat, comunicarea
citre colectiv a informatiilor si deciziilor importante luate la nivel de facultate si A.S.E., implicarea si
devotamentul fata de Catedra/Departament/Facultate/Universitate.

Aprecierile colegilor sintetizate intr-un proces verbal al sedintei catedrei din care face parte respectivul
cadru didactic sau chestionarele intocmite de catre fiecare cadru didactic, membru al colectivului din care face
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parte cadrul didactic evaluat vor fi depuse la seful de catedrd, pentru a fi incluse si coroborate cu celelalte 4
componente ale criteriului 1.

Evaluarea din partea studentilor reprezintd o componentd importantd in formarea unei opinii despre
performanta profesionald si morald a fiecdrui cadru didactic. Evaluarea se face prin chestionare (Anexa Il).
Chestionarele pentru evaluarea activitatii didactice si a deontologiei profesionale vor fi distribuite si colectate de
catre persoane stabilite de conducerea facultatii in ultima saptamina a modulului, sau la cererea cadrului
didactic care urmeaza a fi evaluat. Prelucrarea si analiza informatiilor colectate prin chestionarele Tnmanate
studentilor se vor efectua pentru fiecare cadru didactic in parte de un colectiv stabilit de conducerea facultatii, iar
concluziile analizei se vor depune la seful de catedra, in termen de 1 saptdménd de la completarea lor de catre
studenti, pentru a fi incluse si coroborate cu celelalte 4 componente ale criteriului 1.

Evaluarea din partea sefului de Catedra/Departamentului va urmadri: lista de manuale si alte activitati
didactice realizate de candidat, gradul de indeplinire a standardelor de performantd prin raportarea la fisa
postului corespunzator gradului didactic si functiei detinute de fiecare membru al colectivului, precum si prin
raportarea la cerintele de functionare optima a Catedrei / Departamentului respectiv. In cadrul acestei evaluiri se
VOr urmari:

- modul de comunicare si motivarea ideilor;

- initiativa si creativitatea (propunerea unor noi solutii);

- lucrul in echipa;

- promptitudinea executarii sarcinilor trasate;

- gradul de implicare in executarea atributiilor profesionale si a celor de naturd administrativa in

cadrul colectivului;

- comportamentul la presiuni exterioare si interioare;

- actiuni personale de promovare a imaginii Catedrei/Departamentului/Facultatii.

Concluzia la Criteriul 1 se exprima in calificative: Foarte bine, Bine, Satisfacator, Nesatisfacator,
obtinerea calificativului foarte bine sau bine insemnand indeplinirea criteriului.
Criteriul 2 - Activitatea de cercetare

Activitatea de cercetare se evalueaza, de catre Comisia de evaluare, prin numarul de contracte/granturi
de cercetare-dezvoltare-inovare din tard/strainatate, obtinute prin competitie sau cu mediul de afaceri, ca membru
in echipa de cercetare sau ca director de proiect, cu referire distincta la realizérile din ultimii cinci ani sau de la
ultima evaluare. Biroul de Evaluare Academica (B.E.A.) transmite dosarele Departamentului de Cercetari
Economice (D.C.E.) (Anexa III) in vederea confirmarii activitatii de cercetare a cadrelor didactice evaluate
derulata prin A.S.E. Acesta verifica si confirma activitatea de cercetare a cadrelor didactice evaluate derulata
prin A.S.E. (Anexa IV) si Tnapoiaza dosarele cadrelor didactice evaluate Biroului de Evaluare Academica. Pentru
acest criteriu se atribuie calificativul indeplinit sau neindeplinit.
Criteriul 3 - Contributia stiintifica

Se evalueaza, de catre Comisia de evaluare, contributiile la dezvoltarea cunoasterii in domeniu, cu
referire distincta la realizarile din ultimii cinci ani sau de la ultima evaluare prin:

- articole/studii publicate in reviste de specialitate de circulatie internationald recunoscute (reviste cotate
ISI sau indexate In baze de date internationale specifice domeniului, care fac un proces de selectie a revistelor pe
baza unor criterii de performantd) si in reviste din tara recunoscute de catre CNCSIS.

- carti (autor, coautor, editor) si capitole in carti de specialitate publicate Tn edituri recunoscute;

- studii publicate in volumele unor manifestari stiintifice internationale recunoscute (cu ISSN sau
ISBN);

Si pentru acest criteriu se atribuie calificativul indeplinit sau neindeplinit.
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Criteriul 4 - Prestigiul profesional
Se evalueaza, de catre Comisia de evaluare, pe baza unei Mape cu contributii stiintifice semnificative,

care va cuprinde principalele productii stiintifice. Comisia de evaluare va studia si analiza continutul Mapei de
contributii si va acorda unul dintre calificativele: foarte bine, bine, satisfacator sau nesatisfacator, in functie de
valoarea productiilor stiintifice prezentate. Obtinerea calificativului foarte bine sau bine inseamna indeplinirea
criteriului.

La fiecare criteriu de evaluare gradul de indeplinire a cerintelor se exprima prin rezolutia ,,Criteriul este
indeplinit” daca standardul minim este satisfacut sau ,,Criteriul nu este indeplinit” dacd una sau mai multe cerinte
nu sunt satisfacute. Rezolutia ,,Criteriul nu este indeplinit” se argumenteaza prin mentionarea clard a cerintelor
care nu sunt satisfacute.

Comisiile de evaluare vor corobora rezultatele obtinute prin aplicarea cumulata a celor patru criterii
intr-un Raport de Evaluare si vor acorda unul dintre calificativele foarte bine, bine, satisfacator si nesatisfacator.
Evaluarea se considerd pozitiva daca toate criteriile sunt indeplinite. Standardele minimale ale acestor criterii
aferente fiecarei functii didactice sunt aprobate de Senatul ASE.

Conducerile catedrelor planificd evaluarea periodica a tuturor cadrelor didactice din subordine, pe
parcursul a cinci ani, aproximativ 20% din componenta catedrei in fiecare an.

Evaluarea calitatii activitatii desfasurate de cadrele didactice din ASE se poate efectua inaintea
termenului stabilit prin programarea la nivelul catedrei, in urmatoarele cazuri:

- 1n vederea ocupdrii prin concurs a unui post didactic,

- pentru acordarea unor premii sau distinctii anuale ale ASE,

- pentru obtinerea unor gradatii si stimulente salariale,

- pentru dobandirea calitétii de conducator de doctorat de catre actualii profesori universitari,

- pentru dobandirea calitatii de profesor consultant,

- pentru acele persoane care doresc sau cdrora li se cere, ca exceptie, sd se evalueze.

Numirea comisiilor de la nivelul facultatilor se face printr-o decizie a Decanului facultatii, respectiv a
Directorului departamentului. Numirea comisiei de evaluare la nivelul A.S.E. se face printr-o decizie a
Rectorului A.S.E. In vederea evaluirii periodice, cadrele didactice vor depune la decanatele de care apartin un
dosar constituit conform Anexei V. Dosarele sunt inaintate de citre decanate comisiei de evaluare a facultatii. In
urma evaludrii, comisia intocmeste un Raport de Evaluare, care se finalizeazd cu acordarea unui calificativ
(Anexa VI); Rezultatele evaluarilor vor fi analizate si validate la nivelul Consiliilor facultatilor. Decanatele vor
comunica cadrelor didactice evaluate rezultatul evaludrii efectuate de Comisia de evaluare a facultatii. Dosarele
completate cu Raportul de Evaluare sunt transmise Biroului de Evaluare Academica, in termen de cinci zile de la
validarea rezultatelor la nivelul Consiliilor facultatilor, pentru centralizarea rezultatelor evaluarilor, completarea
bazei de date si arhivare. Biroul de Evaluare Academica va transmite Biroului Senatului rezultatele evaluarilor
cadrelor didactice de la nivelul facultatilor in vederea validarii acestor rezultate. Biroul de Evaluare Academica
va face publice rezultatele evaludrii, dupa validarea rezultatelor de catre Biroul Senatului, prin trimiterea catre
decanate a unor adrese de instiintare cu rezultatele evaluarii cadrelor didactice (Anexa VII). Cu titlu de exemplu,
in Anexa VIla, va prezentam criteriile minimale de evaluare pentru functia didacticd de Lector universitar.
Biroul de Evaluare Academica elibereaza Certificatele de Evaluare (Anexa Vllag) care vor fi inménate cadrelor
didactice evaluate.

Ca orice proces de evaluare, si evaluare periodicd a cadrelor didactice din Academia de Studii
Economice din Bucuresti, desi foarte complex, are un anumit grad de subiectivitate. De aceea, pentru a nu crea
conflicte organizationale, se pot depune contestatii in termen de 10 zile de la comunicarea rezultatelor evaluarii,
contestatii care vor fi analizate de o comisie speciald numitd de Senatul A.S.E. si al céror rezultate vor fi

comunicate in termen de 60 de zile de la data inregistrarii acestora.
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Anexa |
FISA DE EVALUARE

Raport de sinteza privind evaluarea periodica a calitatii personalului didactic,

in conformitate cu Criteriul 1 — Activitatea didactica

.  Autoevaluarea activitatii didactice:
calificativ acordat: foarte bine............. bine.....coeeuen.e. suficient............... insuficient ........c..o......

Il. Evaluarea din partea colegilor (peer review):

calificativ acordat: foarte bine............. bine.....ccocovve suficient............... insuficient ..........c.......
III. Evaluarea din partea studentilor: numar studenti chestionati.............. ; numadr mediu de puncte

obtinut........... din............ maxim posibil.

calificativ acordat: foarte bine............. bine.....ccooevve suficient............... insuficient ..........c.......

foarte bine............. bine......coo..... suficient............... insuficient ..................

Sef catedra/departament
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Anexa Il

CHESTIONARUL DE EVALUARE A CADRELOR DIDACTICE DE CATRE
STUDENTI/CURSANTI

Codul si titlul cursului/seminarului:...........cccoeevcvvrnennne. Numele si prenumele cadrului didactic.........c.ccccceeeivnnnnn.

Scopul evaludrii cursurilor/seminariilor si modului de predare al acestora constd in asigurarea de informatii
pentru cadrul didactic respectiv in vederea imbunétatirii predarii, precum si pentru conducerea facultatii in luarea
deciziilor privind cadrele didactice si cursurile. Rezultatele acestei evaluari vor fi oferite cadrului didactic numai
dupa ce notele finale la examen vor fi definitivate.

Incercuiti numarul corespunzitor raspunsului selectat

1. In ansamblu, gisesc acest curs/seminar:

Excelent Bun Acceptabil Slab Foarte slab
5 4 3 2 1
2. Structura acestui curs/seminar este:
Excelenta Buna Acceptabild Slaba Foarte slaba
5 4 3 2 1
3. Cartile/materialele audiovizuale/suporturile de curs/seminar au fost:
Excelente Bune Acceptabile Slabe Foarte slabe
5 4 3 2 1
4. In comparatie cu alte cursuri/seminarii, gradul de solicitare pentru mine a fost:
Foarte inalt Peste medie Mediu Sub medie Foarte scazut
5 4 3 2 1
5. Utilitatea acestui curs/seminar pentru viitoarea mea activitatea profesionald/cariera:
Foarte util util Adecvat Putin util Inutil
5 4 3 2 1
6. Apreciez aptitudinile pedagogice ale cadrului didactic ca fiind:
Excelente Bune Acceptabile Slabe Foarte slabe
5 4 3 2 1
7. Cunostintele cadrului didactic privind aceasta disciplind mi se par a fi:
Excelente Bune Acceptabile Slabe Foarte slabe
5 4 3 2 1
8. Cadrul didactic a fost bine pregitit pentru acest curs/seminar:
Intotdeauna Deseori Cateodata Rareori Niciodata
5 4 3 2 1
9. Abilitatea cadrului didactic de a stimula interesul pentru acest curs/seminar a fost:
Excelenta Buna Acceptabila Slaba Foarte slaba
5 4 3 2 1
10. Raportul cadrului didactic cu studentii mi se pare a fi:
Excelent Bun Acceptabil Slab Foarte slab
5 4 3 2 1
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UNIUNEA EUROPEANA

COMENTARII PERSONALE

Daca doriti s dezvoltati oricare dintre raspunsuri sau sa faceti anumite comentarii, va rugam sa utilizati spatiile
de mai jos.

Comentarii privind cursul:

Comentarii privind profesorul:

Alte comentarii:

Anexa |1l

Catre
Departamentul de Cercetari Economice
Doamnei/Domnului Director Prof.univ.dr..........coocoiiiiiiiii s

Va transmitem dosarele de evaluare, in vederea verificarii si confirmarii activitatii de cercetare din
cadrul ASE, a urmatoarelor cadre didactice:

Nr.

ort Nume si Prenume Grad didactic Facultatea Catedra

Sef Birou Evaluare Academica,

Anexa IV
Numele §i prenumele:
Dosar:
CONTRACTE AFLATE iN EVIDENTA D.C.E.
Pentru perioada ..........ccooeveiviiencnnnnn
DIRECTOR D.C.E.
Anexa Vlllg
Nr. Iesire:

CERTIFICAT DE EVALUARE
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Activitatea doamnei/domnului

a fost evaluatd in luna 2009, dupa criteriul institutional asociat postului didactic de
preparator/asistent universitar. Dupa evaluare, s-a constatat ca este indeplinit criteriul minimal de mai jos:

Criteriu: Activitatea didactica (cuprinde autoevaluarea, evaluarea sefului de catedra,
evaluarea colegilor, evaluarea studentilor): Foarte bine/bine

In urma evaludrii institutionale, doamna / domnul a obtinut calificativul

Criteriul a fost aprobat de Senatul Academiei de Studii Economice din Bucuresti, in sedinta sa din 01.02.2006

Presedintele comisiei de evaluare,

Rector,
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Anexa V

DOSARUL DE EVALUARE

Semestrul , anul univ.

Candidatii vor depune la Biroul de Evaluare Academica (sala ....... ) un dosar cu sina completat conform
modelului :

Pe coperta exterioara a dosarului se inscriu:

ACADEMIA DE STUDII ECONOMICE DIN BUCURESTI,
Facultatea/Departamentul ...(denumirea legala in vigoare)...,
Catedra..., Postul ........ ,

Disciplinele...,

Domeniul ...(denumirea legala in vigoare)...,

DOSAR DE EVALUARE,
Candidat...(NUME si prenume - titlul stiintific, dupd caz)...
Scopul evaluarii :

I. A. Lista documentelor aflate, in ordine, la inscriere, in DOSARUL DE EVALUARE al candidatului:

1.
2.

Opis;
Autoevaluare, de 3-5 pagini, din partea candidatului, in care acesta prezinta:

(1) Aprecieri proprii asupra indeplinirii criteriilor de evaluare, cu referiri la fiecare criteriu de evaluare;
(2) Autoevaluarea contributiilor stiintifice semnificative (conform criteriului 4 de evaluare — Prestigiul

Profesional, numai pentru lectori, conferentiari, profesori universitari);

(3) Asumarea raspunderii, scrisd de mana, in care afirma cd datele din dosar se referd la propriile

activitati si realizari, in caz contrar candidatul suportind consecintele declaratiei in fals in conformitate cu
legislatia in vigoare.

3.

4,

Lista de Lucrari a candidatului, vizatd de seful catedrei, structurata in raport cu cerintele conditiilor
preliminare si criteriile de evaluare, si anume, dupa caz, in ordine:

(a) teza(-ele) de doctorat;

(b) carti si capitole in carti;

(c) articole/studii publicate in reviste de specialitate de circulatie internationald recunoscute sau in
reviste din tard recunoscute de citre CNCSIS;

(d) articole/studii publicate in volumele unor manifestari stiintifice internationale recunoscute din tara
si din strdinatate (cu ISSN sau ISBN);

(e) brevete de inventie;

(f) proiecte de cercetare-dezvoltare-inovare pe baza de contract/grant;

(g) alte lucrari si contributii stiintifice.

Curriculum Vitae al candidatului;
Mapa cu contributii stiintifice semnificative, care va cuprinde principalele productii stiintifice (pentru
lectori, conferentiari, profesori).

Autoevaluarea, Asumarea rdaspunderii, Lista de lucrari §i Curriculum Vitae se vor semna de cdtre candidat.

I. B. Documentele adiugate, in ordine, la DOSARUL DE EVALUARE pe parcursul desfasuririi acestuia:

1.

Fisa de evaluare (pentru Criteriul 1), din partea conducerii catedrei/ departamentului, privind
calitatea activitatilor didactice de invatdmant superior in raport cu cerintele criteriilor de evaluare, in
original. In Fisa de Evaluare se rezuma informatii si aprecieri din urmatoarele surse : (a) autoevaluarea
activitatii didactice facuta de catre candidat; (b) evaluarea din partea colegilor; (c) evaluarea din partea
studentilor; (d) evaluarea din partea sefului de catedrd; (e) lista de manuale (pentru
lectori/conferentiari/profesorti).

Raport de evaluare al comisiei de evaluare;

Certificat de evaluare.
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Anexa VI
RAPORT DE EVALUARE

Fisa de evaluare periodica a calitatii personalului didactic

DNa/Dlueiiceiiiiiiiiee

1. Calificativ acordat conform Criteriului 1 — Activitatea didactica:

foarte bine............. bine........c.co.... suficient............... insuficient ..................
2. Criteriul 2 - Activitatea de cercetare: indeplinit/Neindeplinit
3. Criteriul 3 - Contributia stiintifica: Indeplinit/Neindeplinit
4. Calificativ acordat conform Criteriului 4 - Prestigiul profesional

foarte bine............. bine................. suficient............... insuficient .................

Calificativ obtinut in baza evaluarii conform celor 4 criterii:
foarte bine............. bine................. suficient............... insuficient

Membri ai Comisiei de Evaluare

Functia/Nume si prenume

Presedinte Comisie,
Decan/Rector

Data

Anexa VII
Nr. Iesire DMC :

Catre,
Facultatea
Doamnei/Domnului DECAN

In conformitate cu prevederile Regulamentului privind evaluarea periodici a calititii personalului
didactic din ASE, Biroul Senatului ASE a validat in sedinta sa din data de

..................... , rezultatele evaluarii
cadrelor didactice de catre Comisia de evaluare a facultatii.
In cadrul Facultatii

S-au obtinut urmatoarele rezultate:

(I?Ir: Numele si prenumele Catedra

Calificativul obtinut Crestere salariald

FONDUL SOCIAL EUROPEAN
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RECTOR,
Anexa Vlla

CRITERIILE MINIMALE DE EVALUARE
pentru functia didactica de LECTOR UNIVERSITAR

Criteriul 1: Activitatea didactici (cuprinde autoevaluarea, evaluarea sefului de catedrd, evaluarea colegilor,
evaluarea studentilor): Foarte bine/bine.

Criteriul 2 — Activitatea de cercetare

Cerute
Din care in Din care in
TOTAL | ultimii5ani | ultimii 5 ani
ca director ca membru

Criterii minimale de evaluare

Granturi/contracte de cercetare nationale obtinute prin competitie
sau contracte cu mediul social §i de afaceri cu valori mai mari decat
3000 EURO/contract

Functiei de director i se poate asimila si cea de coordonator
(responsabil de proiect) institutional in consortii nationale si
internationale.

Criteriul 3 — Contributia stiintifica

Cerute

Din care ca
prim/unic
autor

Criterii minimale de evaluare i 7
TOTAL Dl_n care in
ultimii 5 ani

Articole/studii 1n calitate de autor sau coautor publicate in reviste
cotate de tip B in clasificarea CNCSIS si/sau reviste de specialitate
din strainatate (necotate ISI)

sau

Un articol din revista cotata B = 2 articole in reviste cotate de tip C
in clasificarea CNCSIS sau in reviste nationale de prestigiu, dar 10 4
necotate CNCSIS (se va intocmi lista lor)

Studii publicate in volumele unor manifestari stiintifice

internationale sau nationale recunoscute(cu ISSN sau ISBN) 10 2

Manuale universitare, culegere de probleme, culegere de lucrari
practice

Criteriul 4 — Prestigiul profesional (se referd la valoarea lucririlor declarate, apartenenta la organizatii
profesionale si stiintifice, alte realizari decat cele referitoare 1a criteriile 1, 2, 3): Foarte bine/bine.

Criteriile au fost aprobate de Senatul Academiei de Studii Economice din Bucuresti, in sedinta sa din
01.02.2006.

Anexa Vllla
CERTIFICAT DE EVALUARE

Activitatea doamnei/domnului

a fost evaluata in luna 2009, dupa criteriile institutionale asociate postului didactic de
lector /conferentiar/ profesor universitar. Dupa evaluare, s-a constatat ca sunt indeplinite criteriile minimale (vezi
Verso).
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In urma evaluarii institutionale, doamna/domnul
a obtinut calificativul

Presedintele comisiei de evaluare,
Rector,
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Capitolul 3. PROCESUL DECIZIONAL
VIZAND RESURSELE UMANE iN
UNIVERSITATI

Obiectivele capitolului:
In urma parcurgerii acestui capitol, cursantii vor putea si:
- explice ipotezele rationalitatii limitate;
- descrie si evalueze rolul intuitiei si al creativitatii in procesul decizional;
- analizeze critic propriul nivel de creativitate;
- enumere cai ei de imbunatatire;
- compare si evidentieze avantajele si dezavantajele procesului decizional in grup;
- analizeze modurile in care se manifestd gindirea de grup;
- evidentieze punctele tari si pe cele slabe ale mai multor tehnici decizionale de grup;
- explice importanta proceselor decizionale virtuale in organizatii,

- foloseasca o ,,lista de control” a eticii in luarea deciziilor manageriale.

3.1. Procesul decizional

Luarea deciziilor este o activitate de mare importantd in viata managerilor. Deciziile
carora trebuie sa le facd fata un manager pot varia de la foarte simple, lucruri de rutind pentru
care managerul are un algoritm decizional bine stabilit, cunoscute ca decizii programate,
pana la decizii noi si complexe care necesita solutii creative, denumite decizii neprogramate.
Stabilirea pauzei de masa pentru studenti este o decizie programatd. Managerul realizeaza
activitatea decizionala zilnic, folosind o procedura clar stabilita, avand in vedere acelasi scop.
Pe de altd parte, o decizie precum lansarea unui nou program de studii in facultate este una
neprogramatd. Decizia de infiintare a unui nou program de studii (licentd, master etc.) este
unica si nestructurata si necesitd multa atentie. Dupa cum se observa din figura 3.1, procesul
decizional implicd mai multi pasi. Primul pas este recunoasterea problemei, asta insemnand ca
managerul realizeaza ca trebuie luata o decizie. Identificarea problemei reale este importanta,
altfel managerul s-ar putea sa reactioneze la indicii marunte in loc sa se preocupe de adevarata
problemei. Apoi, managerul trebuie sa identifice obiectivul deciziei. Altfel spus, managerul
trebuie sd stabileasca ce trebuie indeplinit prin decizia respectivd (Walker 2003). Al treilea
pas in procesul decizional este legat de culegerea informatiilor relevante pentru problema.
Managerul trebuie sa colecteze multe informatii informatie in legatura cu problema in cauza.

Acest fapt presupune o diagnoza amanuntita a situatiei precum si analiza surselor din

care se pot obtine informatii.
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Urmatorul pas este reprezentat de gasirea si evaluarea
posibilelor solutii alternative. In cadrul acestui pas, ar trebui
desfasurata o analizd amanuntitd pentru a determina factorii
care ar putea influenta rezultatul. Este importantd generarea
unei plaje largi de optiuni si solutii creative pentru a putea
trece la al cincilea pas, ,,alegerea celei mai bune solutii”.

In aceastd etapa, managerul selecteaza alternativele

Recunoasterea si
identificarea problemei

U

Stabilirea obiectivului

deciziei
U

Culegerea si evaluarea

datelor si diagnoza
. . . . B L situatiei
problema a fost diagnosticatd corect si S-au identificat 5

suficiente alternative, acest pas este mult mai usor.

ca-re indeplinesc cel mai bine obiectivul decizional. Daca

Identificarea si evaluarea

In final, solutia este implementata. Situatia trebuie alternativelor

apoi monitorizata pentru a vedea dacd decizia si-a atins IT
scopul. Monitorizarea coerentda si feedback-ul periodic sunt

parti esentiale ale procesului de urmarire.

Alegerea celei mai bune
alternative

Luarea deciziilor poate fi stresantd. Managerii sunt {}

pusi in situatia de a lua decizii cu un grad inalt de risc si —
Implementarea deciziei

incertitudine si adeseori fara informatii complete. Ei trebuie {}

sa aiba in-credere si sa se bazeze pe ceilalti in luarea deciziei,
dar in final, ei sunt cei responsabili. Uneori deciziile sunt

Obtinerea de feedback

U

Monitorizarea si
evaluarea solutiei
implementate

dureroase si implicd iesirea din afacere, concedierea unor
oameni si asumarea vinei. Centrul CONCEPT din cadrul
ULBS, are o experientd bogatd in asumarea unor decizii

referitoare la programele de studii specifice adultilor. Aceste
Figura 3.1. Procesul

programe postuniversitare sunt o combinatie creativd de T
decizional

discipline apartinand domeniului managementului, sanatatii,
educatiei, securitatii si relatiilor de munca. Conducatorii centrului se bucura de succes datorita
adoptarii unor decizii eficiente, promovand programe de perfectionare si de dezvoltare a

carierei, raportate la nevoile actuale ale societatii romanesti.

3.1.1. Modele ale procesului decizional

Succesul oricarei organizatii depinde de capacitatea managerilor de a lua decizii
eficiente. O decizie eficienta este una luata la timp, este acceptabila pentru indivizii afectati
de catre aceasta si indeplineste obiectivul dorit.

Printre elementele esentiale pe care le implica decizia, Mielu Zlate (2007) enumera:
a. obiectivul urmarit;
b. problema cu care se confrunta organizatia;
c. cine este decidentul (individul sau grupul);
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d. multimea strategiilor sau alternativelor, care poate cuprinde exact atatea
consecinte cate alternative sunt (conditii de certitudine), sau mai multe
consecinge, pentru fiecare alternativa (conditii de risc, de incertitudine);

e. utilitatea fiecarei consecinte, folosul pe care in asteapta decidentul in urma
realizarii consecintelor.

Modul de concepere al fiecaruia dintre aceste elemente, precum si inlantuirea lor, au
condus, in timp, la elaborarea unor modele teoretice, explicativ-interpretative ale procesului
decizional. In literatura de specialitate romaneascd, Zamfir C. (1990) a identificat patru tipuri
de luare a deciziei:

1. decizia certa, intr-o lume strict determinista;
2. decizia certa, de tip probabilist;
3. decizia in incertitudine persistenta;
4. modelul cibernetic de decizie.
Mihaela Vlasceanu (1993) a identificat, de asemenea, patru modele:
1. modelul clasic de luare a deciziei;
2. modelul planificarii formale comprehensive;
3. modelul antreprenorial de decizie;
4. modelul incrementalist (adaptiv sau rational adaptiv) de decizie.

Pentru o analizd sinteticd, ne propunem in continuare analiza a trei tipuri de modele:
cel rational, cel al rationamentului impus, precum si modelul ,,cosului de gunoi”.

Modelul rational. Rationalitatea se referd la o abordare logica, pas cu pas a procesului
decizional, cu 0 analiza consecventa a alternativelor si a consecintelor acestora. Modelul
rational de luare a deciziilor provine din teoria clasicd a economiei. Se porneste de la
urmatoarele ipoteze:

(1) Rezultatul va fi complet rational.

(i1) Factorul de decizie are un sistem clar de preferinte, care este folosit pentru gasirea

alternativei celei mai bune.

(iii) Factorul de decizie cunoaste toate alternativele posibile.

(iv) Factorul de decizie poate calcula si evalua probabilitatea de succes a fiecarei

alternative.

In cadrul modelului rational, factorul de decizie incearca sa optimizeze, deci s aleagi

cea mai buna alternativa posibila. El este un expert, complet informat si nesubiectiv.
Luand in considerare ipotezele modelului rational, acesta este nerealist. Exista constrangeri de
timp si limite ale cunostintelor umane si a capacitatii de a procesa informatia. Modelul
rational este astfel un ideal spre care managerii tind in luarea deciziilor. El indicd modul in
care ar trebui luata o decizie, dar nu reflecta realitatea deciziilor manageriale.

Modelul rationamentului impus. Recunoscand deficientele modelului rational, in
cartea sa ,,Administrative Behavior”, Herbert Simon a sugerat ca rationalitatea factorului de

decizie este limitatd. Teoria sa decizionald, modelul rationalitatii limitate, care a castigat
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premiul Nobel in 1978, porneste de la aplicarea teoriei psihologice a comportamentului in
organizatii $i economie.

Modelul lui Simon, numit adesea teoria “omului administrativ”, se bazeaza pe ideea ca
existd anumite constrangeri care forfeaza factorul de decizie sa nu fie complet rational. Astfel,
modelul pleaca de la patru ipoteze:

(). Managerii aleg prima alternativa satisfacatoare.

(if).Managerii recunosc ca au o conceptie simpla asupra lumii/situatiei.

(ii1) Managerii se simt Tmpacati in a lua o decizie, fara a determina toate alternativele.

(iv) Managerii iau decizii in mod empiric sau intr-o maniera euristica.

Rationalitatea limitatd presupune cd managerii sunt satisfacuti cu prima alternativa ca-
re este “destul de buna”, deoarece costurile de optimizare, din punct de vedere al timpului si
efortului, sunt prea mari. Mai mult, teoria presupune ca managerii isi creeaza anumite
scurtaturi pentru luarea deciziilor, pentru a scuti efortul mintal. Aceste scurtaturi sunt reguli
empirice, care permit managerilor sa ia decizii bazdndu-se pe ceea ce a functionat in trecut.
Deoarece omul administrativ tinde spre rationalitate, sarcina managementului organizatiei
este de a crea cadrul organizatoric pentru deciziile rationale.

Unul din motivele pentru care managerii se lovesc de limite 1n rationalitate este faptul
ca ei trebuie sa ia decizii sub presiunea timpului si a riscului. Situatia In care se pot gasi, poate
fi adesea nesigura iar probabilitatea de succes incerta.

Modelul ,,cosului de gunoi. Premisele modelului se afld in lucrarea lui Cyert si
March (1963), in care firma este o organizatie complexa, constituitd din grupuri de actori cu
interese diferite, care se gasesc in raporturi simultane de cooperare si conflict.

Ca urmare, procesul decizional in organizatii pare

Solutii
Probleme

si fie supus hazardului si imprevizibilului. In

cadrul acestui model, deciziile sunt aleatorii si fhorfieipanti

nesistematice. Figura 3.2. (Nelson & Quick, 2008) ChaR et
ilustreaza acest model. Potrivit acestui model, (¢ -3;~-.._;;

organizatia este un cos de gunoi in care problemele, ¥ e za i

solutiile, participantii si oportunitdtile de alegere %
plutesc aleator. Fiecare dintre ele actioneaza relativ {‘,{ 1 \1\1“'\
independent de celelalte (problemele apar atat din ';
interiorul cat si din exteriorul organizatiei).

Cand cei patru factori se intdmpla sa se intdlneasca, ) )
p p Figura 3.2. Modelul ,,cosului de

este luata o decizie. gunoi”

Calitatea deciziei depinde de sincronizare. Decizia

este, in acest caz rezultatul interactiunii celor patru elemente. Numai ca interactiunile sunt
imprevizibile: solutiile pot preceda problemele; atat solutiile cat si problemele pot astepta o
oportunitate pentru luarea deciziei.
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Modelul cosului de gunoi ilustreaza ideea ca nu toate deciziile organizationale sunt
luate intr-un mod sistematic, pas cu pas. Indeosebi in conditii de mare incertitudine, procesul
decizional poate fi haotic. Unele decizii luate, par a fi chiar de un noroc chior.

Pentru dinamismul in care isi desfasoara activitatea organizatiile din ziua de azi,
managerii trebuie sa ia decizii importante foarte repede, cu informatii incomplete si trebuie sa
Im-plice si angajatii in acest proces.

Apar 1nsd mai multe intrebari: este permisd desfasurarea procesului decizional in
joaca? Avem voie sd ne jucdm cu alternativele absurde si posibilitatile inconsistente?
Universitatile ar putea fi considerate ca fiind detindtoare a caracteristicilor necesare unui
asemenea model de decizie? In mod surprinzitor, raspunsul autorilor de pana acum a fost unul
afirmativ.

3.1.2. Riscul si procesul decizional

Multe decizii implicd anumite elemente de risc. Pentru managerii din universitati,
deciziile de angajare, promovarile, delegarile, achizitiile si fuziunile, parteneriatele in tara sau
in strainatate, dezvoltarea de noi programe de studii sau structuri noi (centre de cercetare,
departamente etc.), precum si alte decizii, fac ca riscul sa fie o parte din meserie.

Indivizii difera din perspectiva expunerii la risc. Unii au o adevarata aversiune pentru
risc si aleg optiuni care presupun riscuri mai putine, preferand lucrurile comune si
certitudinea. Alti indivizi prefera sa isi asume riscuri. Astfel, ei accepta un potential mai mare
de pierdere in luarea deciziilor, tolereaza o incertitudine mai mare si, in general, sunt mai
predispusi sa ia decizii riscante. Cei care i1 asuma riscuri sunt mai predispusi sd conduca in
grupurile (van Kippenberg, van Kippenberg & van Dijk 2000).

Cercetarile aratd ca femeile au o aversiune mai mare la risc decat barbatii si ca
managerii mai in varsta i cu experientd au o aversiune mai mare la risc decat managerii mai
tineri. Existd i anumite dovezi cd managerii de succes isi asumd mai multe riscuri decat
managerii fara succes. Totusi, tendinta de a-si asuma riscuri sau de a le evita este doar o parte
din comportamentul fata de risc. Ea este reflectatd in mare masura de cultura organizationala.
Asuma-rea riscurilor nu este influentatd numai de tendintele unui individ, ci si de factorii
organizationali.

Rectorii de universitafi au o sarcina ingratd in gestionarea comportamentului de asu-
mare a riscurilor. Prin descurajarea asumarii riscurilor de catre decani, acestia pot sa-si
inndbuse creativitatea si inovatia. Pe de alta parte, daca rectorii Incurajeaza riscul, ei trebuie sa
permitd angajatilor sa esueze, fara frica pedepsei. O modalitate de a realiza acest fapt este de a
considera esecul ca fiind “Invatare prin ncercari si erori”. Esenta este stabilirea unei atitudini
constante asupra riscului in organizatie (Perry 1995).

Astfel, continuarea sustinerii unei cauze pierdute este cunoscuta in practica sub
denumirea de ,,crestere a angajamentului”. In situatiile caracterizate de aceasti crestere a
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angajamentului, indivizii care au luat decizii din care au rezultat optiuni nefericite, au tendinta

de a-si aduce in aparare acele decizii, chiar si atunci cand apar costuri substantiale.

Un exemplu de crestere a angajamentului este razboiul taxelor de studii ale studentilor,
care apar adesea Intre universitatile de stat si cele private. Universitafile de stat reduc taxele
de studii, ca raspuns la actiunile universitatilor private, pana cand, la un moment dat, ambele
tipuri de universitati ajung intr-o situatie nefavorabild. Universitatile de stat continud sa con-
cureze, in ciuda pierderilor pe care le au. Dorinta de a castiga competitia este o motivatie
pentru a continua cursa, bazandu-se pe ipoteza ca cele private vor pierde acest razboi.

De ce apare cresterea angajamentului? Motivele pentru care oamenii se agatd de o
cauzd pierdutd sunt optimismul si controlul. Unii oameni sunt mult prea optimisti si isi
a controla viitorul, pe care alti oameni nu le au (Staw 1997). In plus, costurile scizute pot
incuraja cresterea angajamentului. Indivizii gandesc: “Ei bine, deja am investit atat de mult...
ce mai conteaza cativa lei in plus?”. Si cu cat se apropie un proiect de final, cu atat mai
predispusa este aparitia cresterii angajamentului.

Agatarea de o decizie proastd poate fi foarte costisitoare pentru organizatii. O
organizatie trebuie sd combata cresterea angajamentului. De aceea, acest lucru se poate realiza
in mai multe modalitati. Una dintre ele este impartirea responsabilititilor pentru deciziile
legate de proiecte. Un individ poate lua decizia initiald, urmatorul ia deciziile urmatoare in
proiect. Companiile au incercat de asemenea sa elimine cresterea angajamentului prin
monitorizarea atenta a factorilor de decizie (McNamara, Moon & Bromiley 2005). Alta
sugestie este sa le o-feri indivizilor o iesire demnd dintr-o decizie proastd, astfel incat
imaginea lor sd nu aiba de suferit. Un mod de a realiza acest lucru este de a intelege si a
accepta oamenii care admit ca au luat o decizie gresitd, Tnainte de a-si escala angajamentul
fatd de ele. Studiile au sugerat, de asemenea, ca luarea unei decizii initiale privitoare la o
investitie de cdtre un grup, mai degrabd decat de catre un individ, ar reduce cresterea
angajamentului. In cazul participantilor la o decizie de grup existi o impartire a
responsabilitatii pentru o decizie eronata, ceea ce-i face sd nu se simtd personal responsabili,
astfel Incat se pot retrage dintr-o decizie proasta fard a-si compromite imaginea (Whyte 1991).

3.2. Influente individuale asupra procesului decizional

Procesul decizional al managerilor este influentat de diferentele individuale.
Trasaturile de caracter, atitudinile si valorile impreund cu toate variabilele diferentelor
individuale au implicatii asupra procesului decizional al managerilor. Acestia trebuie sa-si
foloseasca atat logica, cat si creativitatea pentru a lua decizii eficiente. Majoritatea indivizilor
se simt mai confortabil folosind fie logica, fie creativitatea, iar acest lucru este vizibil in
luarea deciziilor uzuale.
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Dominanta emisferelor cerebrale este determinantd in alegerea specializarii si
facultatii. Studentii cu emisfera stanga predominantd graviteaza spre economie, inginerie si
stiinte, pe cand cei de emisfera dreapta sunt atrasi de educatie, comunicare, literatura (Saleh
2001).

Creierele umane au doud emisfere (Figura 3.3.). Emisfera dreapta este centrul functii-
lor creative, pe cand cea stangd este centrul pentru logica, detaliu si planificare. Exista
avantaje pentru ambele modalitati de gandire, deci situatia ideald este sa fii omniemisferic,
adica sd poti folosi fie logica, fie creativitatea, fie amandoua, in functie de situatie. In acest
scop, pot fi realizate traininguri speciale. Pentru manageri este foarte important sa aiba o
imagine de ansamblu, sa faureasca o viziune si s planifice strategic — toate acestea necesitand
aptitudini ale emisferei drepte. Este la fel de important sa inteleagd operatiunile de zi cu zi si
diagrame cu procesele de lucru, care necesita abilitati ale emisferei stangi.

Pentru Tmbunatatirea eficientei procesului decizional este indicat sd fie luate in
considerare intuitia si creativitatea.

Doua creiere
Doua stiluri cognitive

Emisfera stanga - Emisfera dreapta

Verbal, secvential Nonverbal, vizual spatial

Temporal © Simultan, spatial

LY
L5

Logic, analitic Analogii, intuitie

Rational Creativitate

Figura 3.3. Functiile emisferei drepte si stangi

3.2.1. Rolul intuitiei in luarea deciziei

Managerii 1si folosesc intuitia pentru a lua decizii (Khatri 2000). Studiind felul in care
managerii cu experientd iau decizii, Daniel Isenberg a descoperit ca intuitia a fost foarte des
folosita, mai ales ca un mecanism de evaluare a deciziilor luate rational.

Dr. Gary Klein, un renumit psiholog, in cartea sa despre puterea intuitiei, insista ca
factorii de decizie talentati se bazeaza pe modele de informatie asimilatd, pentru a lua decizii
rapide si eficiente (Simon 1987 si a se vedea ,,Human Mind”’- DVD productie BBC 2007).

O intrebare care se ridica este daca managerii pot fi invatati sd-si foloseasca intuitia
(Behling & Eckel 1991). Dupa testarea intuitivd a mai mult de 10.000 de manageri, Weston
Agor a conchis ca in majoritatea cazurilor, pozifiile de management Tnalt sunt ocupate de

indivizi cu un mai mare grad de intuitie. La fel cum creierul are nevoie de am-bele emisfere
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pentru a functiona, Agor atentioneaza ca organizatiile au nevoie atit de minti analitice cat si
intuitive pentru a functiona la capacitate maxima. Intuitia are rolul sau si instinctele trebuiesc
urmate, dar nu ca o substitugie a rationamentului. Cu tehnologii noi, managerii pot analiza
mult mai multd informatie in mult mai putin timp, facand metoda rationald mult mai pugin

consumatoare de timp decat era in trecut.

3.2.2. Creativitatea in munca

Creativitatea este un proces influentat de factori individuali si organizationali si care
constd in producerea de idei si/sau produse noi. Creativitatea poate fi definitd ca o
reorganizare a experientei intr-o forma noud (West & Farr 1990).

Cele patru stagii ale procesului creativ sunt pregatirea, incubarea, iluminarea si
verificarea. Pregatirea se refera la cautarea de noi experiente si oportunitati de invatare,
deoarece creativitatea se dezvoltd pe o baza de cunostinte. Incubarea este procesul gandirii
reflective si are loc adesea subconstient. In cadrul incubarii, individul se angajeazi in alte
activitati in timp ce mintea evalueaza problema si lucreaza la ea. [luminarea are loc cand
individului 1i vine o solutie pentru rezolvarea problemei. La final, verificarea este efectuata
pentru a determina da-ca ideea sau solutia este valida. Creativitatea se bazeaza pe variabilele
individuale. O parte din ele implicd procesele cognitive pe care indivizii creativi tind sa le
foloseasca. Un proces cognitiv este gandirea divergenta, insemnand abilitatea individului de a
genera mai multe solutii potentiale la o problema. in plus, abilitatile de asociere si folosirea
imaginilor sunt asociate cu creativitatea.

Creativitatea a fost, de asemenea, asociatd cu factorii de personalitate in studierea in-
divizilor cu ocupatii diferite. Aceste caracteristici includ valorile intelectuale si artistice,
entuziasmul, preocuparea pentru realizari, independenta in gandire, intuitia, increderea de sine
si o imagine de sine creativd. Creativitatea este in relatie directd cu motivatia intrinseca,
asumarea riscului si dorinta de recunoastere.

Existd dovezi ca oamenii care sunt Intr-o buna dispozitie sunt mai creativi (Clore,
Schwarz & Conway 1994). Atmosfera pozitiva in grupurile de lucru favorizeaza creativitatea,
deoarece buna dispozitie permite membrilor echipei sa exploreze noi modalitafi de gandire.
Emotiile pozitive sporesc creativitatea prin cresterea resurselor cognitive ale individului. Ele
provoaca ganduri si actiuni care sunt noi si sincere (Frederickson 1998, 2001). Mai mult, apa-
re un proces ciclic, deoarece gandurile si incidentele creative duc la o si mai buna dispozitie.
S-ar putea spune cd gandirea pozitiva ne face mai creativi, iar creativitatea ne face sa gandim
pozitiv (Amabile s.a. 2005). Cercetarile evidentiat insd ca la sarcini care necesitd aspecte
cognitive considerabile, oamenii aflati intr-o proasta dispozitie au rezultate mai bune. Cand un
in-divid are parte de experiente sau emotii negative, apare un semnal de avertizare catre
individ, ceea ce are ca efect o atentie si o vigilentd mai mare in activitatea cognitiva (Hirt s.a.
1997; George & Zhou 2002).
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Mediul organizational in care oamenii lucreaza poate fie sa stimuleze creativitatea, fie
sd o Tnabuse. Dintre factorii inhibitori ai creativitdfii se pot enumera: frica de evaluarea
muncii, monitorizarea atenta in timpul lucrului si competitia cu ceilalti. Dimpotriva,
stimularea creativitatii este datd de sentimentul autonomiei, apartenenta la o echipa cu abilitati
diverse, precum si colegi si supervizori creativi (Zhou 2003). Relatiile cordiale si de sustinere
cu sefii sunt atribute ale creativitatii (Axtell et al. 2000). Structurile organizationale flexibile
si procesele decizionale participative sunt de asemenea asociate cu creativitatea. O organizatie
poate Insa sa prezinte si obstacole in calea creativitatii. Obstacolele pot fi reprezentate de
problemele politice interne, critica acerba a ideilor noi, competifia interna distructiva si
evitarea riscului (Amabile et al. 1996). De asemenea, mediul fizic insusi poate impiedica sau
stimula creativitatea. In diferite companii internationale se folosesc spatii de birouri deschise,
care elimina peretii despartitori, astfel incat angajatii sd interactioneze mai des. Cand oamenii
se amesteca, ideile devin productive.

Studiile de specialitate au evidentiat o anumitd legaturd dintre creativitate si
recompensele primite. Astfel, unele studii arata ca stimulente monetare sporesc creativitatea,
in timp ce altele, spun ca recompensele materiale nu influenteaza activitatea inovatoare.
Totusi, exista studii care au pus in evidentd faptul ca lucrul explicit pentru a obtine 0
recompensa a dus la nivele mai scazute ale creativitatii comparativ cu lucrul fara scopul unei
recompense. Acelasi fapt este valabil cand se prezintd, sarcina, iar recompensa este primita
ulterior. Organizatiile pot astfel imbunatati creativitatea indivizilor in procesele decizionale,
prin oferirea unui mediu stimulativ, procese decizionale participative si o structura flexibila.

Daca intre influentele individuale si cele de grup existd armonie, acest lucru duce la o
crestere a creativitdfii. De exemplu, intr-o organizatie care incurajeaza creativitatea, dacd an-
gajatii isi doresc sa fie creativi, se obtine ca rezultat, mai multa performanta creativa.

De obicei consideram, atunci cand ne referim la creativitate ca fie o ai, fie nu.
Cercetdrile infirma aceastd prejudecata si arata ca indivizii pot fi antrenati sa fie mai creativi
printr-un training special (Firestein 1983). In cadrul acestuia se invitd modalitatile de
inlaturare a blocajelor mentale care diminueaza generarea alternativelor creative la 0
problema. In opinia specialistului in creativitate Roger von Oech (Kreitner 1995), principalele
obstacole 1n calea gandirii creative sunt: cautarea raspunsului “corect”; incercarea de a fi
logic; respectarea regulilor si evitarea ambiguitatii; cautarea lucrurilor practice; frica de a nu
parea ridicol; evitarea problemelor din afara ariei noastre de competenta; frica de esec; ideea
preconceputd ca nu suntem, de fapt, creativi etc.

Putem afirma c@ multe dintre aceste blocaje mentale provin din valorile organizatiilor.
Valorile pot facilita deciziile creative in multe feluri. Recompensarea creativitatii, tolerarea
esecului, organizarea ,,distractivd” a muncii §i oferirea de training de creativitate sunt doar
cateva dintre sugestii. De asemenea, companiile pot incuraja creativitatea prin implicarea
angajatilor in situatii de invatare si de lucru noi. In acest sens, un exemplu poate fi oferit de

rotatia posturilor, care le confera angajatilor contactul cu diverse informatii, proiecte si
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echipe. Managerii pot incuraja angajatii sa se inconjoare de acei stimuli despre care stiu ca le
imbunatatesc procesele creative. Astfel de stimuli pot fi muzica, arta, sau orice altceva care
incurajeaza gandirea creativa (Robinson & Stern 1997).

Liderii pot juca roluri importante in modelarea comportamentului creativ. Prin cultura
organizationala se poate incuraja asumarea riscului si recompensa inovatia ( Vries, Branson &
Barnevik 1998). Atat intuitia cat si creativitatea au influente majore asupra procedeului
decizional managerial. Ambele concepte au nevoie de o cultivare suplimentard, pentru ca
managerii sd Inteleagd mai bine cum sa le foloseasca ei, precum si angajatii lor, pentru a lua
decizii eficiente.

3.2.3. Participarea in luarea deciziei

Vorbim despre un proces decizional participativ, atunci cand angajatii afectati de
decizie participa la luarea acesteia (Witt, Andrews & Kacmar 2000). Participarea protejeaza
an-gajatii de posibilele experientele negative ale politicii organizationale. In plus, s-a dovedit
ca managementul participativ incurajeaza creativitatea angajatilor, satisfactia munca si
productivitatea (Hamel 2000; Malone 1997; IBM 2004).

3.3. Procesul decizional de grup

Atunci cand sunt luate decizii de grup, apare sinergia, deoarece membrii grupului aduc
solutii noi la problemele existente, prin procesul de influentare reciproca si sustinere. Un alt
motiv pentru utilizarea grupurilor este acela de a obtine angajamentul pentru o anumita
decizie. Grupurile aduc mai multe cunostinte, precum s§i experientd, in rezolvarea
problemelor. Ca atare, incurajam utilizarea grupurilor in luarea deciziilor.

Implicarea grupurilor in luarea deciziilor este cunoscuta sub denumirea de ,,schema
decizionald sociala” (Nelson & Quick 2008). O astfel de schemd decizionald sociald este
“regula majoritatii”, in care grupul sustine decizia adoptatd de majoritatea membrilor sai. Alta
situatie, ,,regula adevarului”, prezice ca decizia corectd va apdrea pe masurda ce un numar tot
mai mare de membri isi vor da seama de oportunitatea sa. Regula ,,majoritatii de doud treimi”
inseamnd ca decizia preferatd de doud treimi sau mai mulfi din membrii grupului este
sustinuti. In fine, regula ,,primei schimbari” sustine ¢ membrii adopta decizia reprezentata de
prima schimbare de opinie, doveditd de un membru. Mai poate fi amintita si regula 20/80 a lui
Pareto: ,,80% din decizii sa iau in 20% din timpul unei sedinte”.

3.3.1. Avantajele si dezavantajele deciziei de grup
Dintre avantaje, putem enumera:
1. Sunt generate mai multe cunostinte si informatii prin punerea in comun a resurselor
membrilor grupului;
2. Rezulta o mai mare acceptare si angajament pentru decizie, deoarece membrii au avut un
cuvant de spus;
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3. Apare o mai buna intelegere a deciziei, deoarece membrii au fost implicati in diversele
etape ale procesului decizional.

4. In selectarea alternativei optime, grupurile pot fi dispuse sd-si asume riscuri mai mari decat
decidentii individuali.

5. Creativitatea solutiei adoptate este rezultatul unor abordari si puncte de vedere diferite.

6. Este un exercitiu benefic subalternilor, care-si imbunatatesc astfel capacitatea de decizie.

Dezavantajele deciziilor in grup includ:

1. Procesul decizional dureaza mai mult §i are costuri mai mari.

2. Presiunea din interiorul grupului pentru conformare si integrare.

3. Posibila dominare a grupului, exercitatd de cdtre un membru sau un subgrup puternic, care
ar putea impune decizia.

4. Deciziile de grup pot fi, in unele situatii, rezultatul compromisului sau indeciziei uneia
dintre partile grupului.

5. Timpul necesar, mult mai consistent, deoarece un grup ia decizii mai lent decat un individ.

6. Poate aparea o aga-numita ,,gandire de grup”, nu intotdeauna benefica.

In aceste conditii cine ar trebui si ia decizia: individul sau grupul? Cercetirile
empirice arata ca situatiile in care deciziile trebuie luate individual sau in grup, depind de
tipul sarcinii in cauza (Nelson &Quick). Pentru chestiunile care necesitd o estimare sau o
prognoza, grupurile sunt de obicei superioare indivizilor, datorita experientei comune a mai
multor indivizi, pentru problema respectiva. Pentru sarcini care necesitd o solutie corecta,
studiile au indicat ca majoritatea indivizilor competenti iau decizii mai bune decat grupurile.
Aceastd abordare are totusi limite. Studiile au aratat cd grupurile care lucrau impreuna
perioade mai lungi de timp, depdseau in performanta pe cel mai competent membru, in 70%
din cazuri. Dupa ce grupurile cdpatau experientd, membrii cei mai buni deveneau mai putin
importanti pentru succesul grupului (Watson, Michaelson & Sharp 1991).

Un studiu derulat o perioadd mai lungd de timp asupra unor grupe de studenti implica-

te in elaborarea unui proiect, a evidentiat ca Increderea reciproca a echipelor si actiunile de a-
sumare a riscurilor actionau intr-o manierd ciclica. Cand o echipa percepea o alta echipa ca
fiind demna de incredere, isi asumau un risc. Apoi cealalta echipa, bazandu-se pe incredere,
decidea sa isi asume un risc. Studiul a aratat ca increderea functioneaza intre echipe aproape
la fel ca intre indivizi (Serva, Fuller & Mayer 2005).
Totusi, doua potentiale puncte slabe pot fi evidentiate in procesul decizional de grup: gandirea
conforma cu a grupului si polarizarea grupului. Gandirea de grup apare atunci cand membrii
grupului au o dorintd de consens $i coeziune puternicd, fiind mai pufin interesati sa ajunga la
cea mai buna solutie. Cauzele gandirii de grup pot fi: izolarea grupului fatd de informatiile
existente, existenta unui lider puternic §i dominant, precum s§i necautarea/negasirea
alternativelor cele mai favorabile.
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3.3.2. Gandirea de grup

Anumite condifii favorizeaza dezvoltarea gandirii in conformitate cu grupul. Spre
exemplu, un grad ridicat de coeziune. Echipele bine sudate, care iau decizii fara ajutor din
exterior sunt in general afectate de gandirea in conformitate cu grupul, deoarece este foarte
probabil sa aiba tipare mentale impartasite, adica sunt mai predispuse sa gandeasca
asemanator. Uneori, grupurile coezive lasd dorinta de unanimitate sd depadseasca judecata
sdndtoasd, atunci cand genereaza si evalueaza ciile alternative de actiune. La randul lor si
grupurile omogene (cele cu diversitate mica Intre membrii grupului) sunt mai predispuse sa
sufere de gandire in conformitate cu grupul (Brownstein 2003). Alte doud conditii care
incurajeaza acest defect sunt necesitatea de a lua decizii cu consecinte majore asupra grupului
si constrangerile de timp. Cand membrii grupului simt ca au putin timp la dispozitie in care sa
ia o decizie, ei pot sd grabeasca procesul decizional. Aceste antecedente determind membrii sa
prefere coerenta in decizii §i sd nu reugeasca sa evalueze critic sugestiile celorlalti. O
organizatie In care se manifestd gandirea de grup dovedeste simptome usor de recunoscut.
Tabelul 3.1. (Nelson & Quick 2008), prezinta aceste simptome si face sugestii despre cum sa
se evite acest defect.

Tabelul 3.1. Simptomele gandirii in conformitate cu grupul si modalitati de evitare.

AL s e n . Recomandari pentru prevenirea
Semnele gandirii in conformitate cu grupul A 3 e n .
gindirii in conformitate cu grupul
Perceptia Membrii grupului simt ca sunt deasupra | Se cere fiecdrui membru sa isi asume
invulnerabilitagii | criticii. Acest simptom duce la rolul de evaluator critic, care isi ex-
optimism i asumari excesive ale prima activ obiectiile sau indoielile.
riscului.
Perceptia Membrii grupului simt ca sunt morali in | Se cere liderului sd nu-si exprime
moralitatii actiunile lor si astfel nu le poate fi pozitia proprie inainte ca grupul sa
grupului reprosat nimic. Acest lucru face ca ia 0 decizie. (Primus inter pares).
grupul sa ignore implicatiile etice ale
deciziei lor.
Perceptia Membrii grupului au impresia ca existd | Trebuie create mai multe grupuri
unanimitdagii 0 intelegere unanima asupra deciziei. care lucreaza simultan la decizia
Tacerea este interpretata gresit ca si respectiva.
acord.
Rationalizarea Membrii grupului dezvolta impreuna Trebuie adusi experti din exterior
explicatii pentru deciziile lor, pentru a pentru a evalua decizia grupului.
le face sa para rationale si corecte. Nu
sunt luate in considerare alte alternative
si exista o rezistenta la reconsiderarea
ipotezelor grupului.
Crearea de Competitorii sunt subapreciati sau Se desemneaza un avocat al
stereotipuri vazuti ca rdi. Aceasta duce la diavolului care sa pund mereu la
asupra subestimarea concurentei din partea indoiala actiunile grupului.
., inamicului” grupului.
Autocenzura Membrii nu isi exprima indoielile si Trebuie evaluata cu atentie
ingrijorarile despre cursul actiunii. concurenta, gasind cat mai multe
Acest fapt blocheaza analiza critica a motivatii si intentii cu putinta.
deciziilor.
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Presiune din Orice membru care isi exprima Odata ce s-a ajuns la un consens,
partea membrilor | indoielile sau ingrijorarile este presat de | trebuie incurajat grupul sa-si

alti membrii, care 1i pun la indoiala reconsidere pozitia, prin examinarea
loialitatea. tuturor alternativelor.
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Protectori Unii membri iau asupra lor sarcina de a
mentali proteja grupul de feedback-ul negativ.
Membrii grupului sunt astfel scutiti de
informatii care ar putea sa-i puna in
situatia de a se indoi de actiunile lor.

Un bun exemplu de gindire in conformitate cu grupul poate fi colaborarea Universitatii
»Lucian Blaga” din Sibiu cu fundatia sibiand ,,Alma Mater”, in dezvoltarea invatamantu-lui la distanta,
prin care ULBS a suferit in perioada 2003 — 2006 o pierdere de imagine si de resurse financiare
importante. Analize ulterioare ale BS-ULBS au conchis ca deciziile eronate de grup au fost principala
cauza a conflictului dezvoltat.

in anul universitar 1998, conducerea universititii sibiene, printr-o decizie colectivd, a semnat
un protocol de colaborare cu Fundatia ,,Alma Mater” din Sibiu pentru recrutarea de studenti, forma ID.
Protocolul prevedea angajamentul fundatiei pentru recrutare si plata cheltuielilor de scolarizare (salarii
cadre didactice, dotdri, administrare documente etc.) in contra-valoare a 70% din taxe. ULBS primea
30% din taxe si asigura resursele umane academice si calitatea educatiei (acreditarea programelor de
studii, actele de studii, dezvoltarea laboratoare-lor etc.). In primul an s-au inscris 200 de studenti. Iin
anul 1999/2000 au fost recrutati 3000 de studenti, iar in anul urmator, 2000/2001, numarul celor
recrutati s-a ridicat la 7000!

Fundatia ,,Alma Mater” si-a continuat demersul de recrutare masiva de studenti si in anii care
au urmat, neadaptandu-si structura organizatorica nici la cifra foarte mare de studenti nici la specificul
activititilor de educatie. In anul universitar 2002/2003, primivara, au aparut primele semne ale
neintelegerilor intre cele doud organizatii, ocazionate de organizarea examenelor de finalizare a
studiilor.

Conducerea universitdtii si reprezentantii facultdtilor din mandatul '96 — 2000 au luat in
considerare doud alternative: recrutarea sau nerecrutarea. Au esuat insa in evaluarea riscuri-lor deciziei
lor de a lansa un nou tip de invitamant ,,la distantd” si nu au conceput optiuni di-ferite de organizare.

Consecintele gandirii in conformitate cu grupul includ o privire incompletd asupra
alternativelor, esecul in evaluarea riscurilor cursului preferat de actiune, procesarea partinitoare a
informatiilor si esecul de a dezvolta solutii planificate de urgenta. Rezultatul global al gandirii in
conformitate cu grupul 1n acest caz, a fost viciat. Finalul colaborarii dintre cele doud organizatii s-a
consumat in anul 2004, cand, in urma actiunilor in justitie ale ULBS, s-a rupt acordul si s-a oprit
recrutarea studentilor de catre fundatia ,,Alma Mater”. Universitatea a continuat scolarizarea studentilor
la forma ID prin departamentul propriu de recrutare si selectie.

Tabelul anterior prezintd propunerile pentru a evita gandirea in conformitate cu grupul. Multe
dintre aceste sugestii se bazeaza pe ipoteza cd deciziile sunt evaluate complet, cu oportunititi de
discutie si analiza din parte fiecarui membru al grupului. Aceasta strategie ajutd si incurajeaza membrii

sa 1si evalueze reciproc ideile in mod critic.

3.3.3. Polarizarea grupului
Initial s-a aratat ca deciziile de grup sunt riscante, cd se acceptd un risc crescut, ca
urmare a discutiei problemei in grup. Ulterior insd a fost pusd in evidentd insd o alta
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schimbare — tendinta catre precautie. Astfel, discutiile de grup produc alunecari atat spre
pozitii riscante cat si catre cele precaute. Cercetarile intreprinse au aratat ca atitudinea
individuald a membri-lor grupului a devenit radicala, ca urmare a discutiilor in grup. Indivizii
care initial s-au aratat a fi contra unei solutii, in final au devenit si mai opozanti, iar indivizii
care erau pentru 0 anu-mita alternativa au sustinut-o si mai mult, ca urmare a discutiilor.
Aceste modificari au fost numite ,,polarizarea grupului”.

Tendinta spre polarizare are implicatii importante pentru procesul decizional de grup.
Grupurile ale caror perspective initiale tind intr-o anumitd directie, pot adopta perspective
mult mai radicale in urma interactiunii.

O explicatie a acestui comportament il di ,ymetoda comparatiei sociale”. Inaintea
discutiilor de grup, indivizii au impresia ca detin perspective mai bune decat restul membrilor.
In timpul discutiilor, ei observi ca parerile lor sunt apropiate de medie, astfel ci ideile lor se
radicalizeaza. O altd explicatie este legatd de argumentele persuasive. Se poate conchide ca
discutiile in grup intdresc opiniile initiale ale membrilor, astfel incat determina la acestia
pozitii extreme. Ambele explicatii sunt intdrite de cercetari.

Polarizarea determind grupurile sa adopte atitudini extreme. In unele cazuri, acest fapt
poate duce la un comportament decizional dezastruos. De exemplu, indivizii care inclina spre
o decizie periculoasd, sunt mai susceptibili sa o sus{ind, ca urmare a discutiei de grup. Atat
gandirea In conformitate cu grupul cét si polarizarea grupului sunt labilitati ale procesului
decizional de grup. Existd insa mai multe tehnici care pot fi folosite pentru a preveni sau
contro-la alunecarea spre atitudini extreme, continand decizii periculoase.

3.3.4. Tehnici pentru luarea deciziilor in grup

Odata ce un manager a stabilit ca este necesara abordarea deciziei in grup, el poate de-
termina tehnica cea mai buna pentru situatia decizionala.

Brainstorming-ul. Metoda a creativitatii de grup initiatd de Osborn, brainstorming-ul
are multiple avantaje. Abordarea presupune de a se emite cat mai multe idei posibil si de a
amana evaluarea, pana cand toate ideile au fost prezentate. Participantii sunt incurajati sa
construiasca pe ideile emise de catre ceilalti, iar imaginatia este stimulata.

In ultimii ani se foloseste brainstormingul electronic in locul celui verbal, in cadrul
grupurilor. Acesta anuleazd doua dintre dezavantajele metodei, care pot duce la esecul ei in
grup: blocarea productiei de idei si teama de evaluare. In brainstorming, indivizii sunt expusi
parerilor celorlalti. In timp ce ii asculta pe ceilalti, indivizii sunt distrasi de la propriile idei. In
plus, desi este interzisa ironizarea, persiflarea ideilor prezentate si implicit a autorilor
acestora, pot apdrea situatii de scdpare de sub control. Ca efect, apare blocarea productiei.
Cand ideile sunt inregistrate electronic, participantii sunt eliberati de teama intreruperilor
celorlalti; astfel blocarea productiei este redusa. Unii indivizi suferd de teama evaluarii in
grupurile de brainstorming. Se tem ca altii ar putea raspunde negativ la ideile lor. in

brainstormingul electronic, ideile pot fi anonime, deci frica de evaluare este redusa. Studiile
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indica faptul ca grupurile anonime de brainstorming electronic depasesc ca si performante
grupurile fata in fata.

Exemplu: In cadrul colectivului DPPD din Universitatea ,,Lucian Blaga” din Sibiu, s-a
initiat un astfel de grup de brainstorming electronic, printr-o adresda colectiva pe Yahoo
Groups. Astfel, fiecare membru al colectivului a venit cu propriile idei referitoare la directiile
de dezvoltare ale departamentului. Pentru a exista vizibilitatea emiterii ideii, aceasta trebuia
scrisa cu alta culoare.

In fazele de debut ale brainstormingului, unele “culori” marcau doar un inceput de
idee, pe care ceilalti le completau cu propriile viziuni (ca intr-un model de completare a unor
propozitii lacunare).

Din aceastd gandire si decizie de grup au rezultat apoi doud tipuri de programe: unul
de formare continud si unul de formare initiala, care au intrat deja in functiune. De mentionat
ca, ulterior, si deciziile legate de curriculum s-au realizat tot prin brainstorming electronic.

Tehnica grupului nominal. A fost creatda pentru a se asigura participarea egald a
membrilor grupului in procesul decizional. Metoda se desfasoara astfel: managerul prezinta
problema, dupd care participantii isi agtern in liniste ideile. Dupa finalizare, ideile se transcriu
pe flipchart una cate una, pana ce toate ideile sunt listate. Sunt permise discutiile, dar numai
pentru a clarifica ideile. Nu este permisi critica. In final, se adopta un vot scris. Este o tehnica
bund de folosit 1n situatiile in care membrilor grupului le este teama de critica celorlalti.

Tehnica Delphi. Reprezinta o metodd de creare a unui consens intre opiniile unor
experti. Ea implica sintetizarea judecatii expertilor pentru a se folosi in procesul decizional.
Expertii aflati in locatii diferite raspund unui chestionar. Un coordonator colecteaza
raspunsurile la chestionar iar apoi rezumatul este trimis Tnapoi expertilor. Expertii evalueaza
apoi diferitele alternative generate, iar coordonatorul clasifica raspunsurile. Acest proces al
rezumadrii propunerilor si re-distribuirii chestionarului poate continua pand se ajunge la un
consens. Tehnica Delphi este valoroasa prin capacitatea sa de a genera un numar de judecati
independente fara necesitatea intalnirilor fata in fata.

Avocatul Diavolului. Avocatul diavolului are sarcina de a gasi potentialele probleme
ale unei decizii propuse. El imbraca un rol critic, scotand in evidenta lacunele deciziei, cu
argumente contrare. A-ceasta ajutd organizatiile sd evite greseli costisitoare in luarea
deciziilor, prin identificarea in avans a potentialelor capcane.

Investigarea dialectica. Este de fapt o dezbatere intre doua pareri opuse. Paradoxal,
desi declanseazé un conflict, metoda este constructivé deoarece face vizibile plusurile §i
parere este infirmata si focahzarea pe gasirea celei mai eficiente solutii pentru toti cei
implicati. Cercetarile au aratat ca este important pentru moralul echipei, felul in care decizia
este perceputa (castig-castig versus castig-pierdere (Whyte 1991).
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3.4. Diversitate si cultura in procesul decizional

Asa cum aratam la Inceput, deciziile depind de multi factori. Ca principal actor,
individul, cu caracteristicile lui personale, grupul cu suma personalitatilor care il compun,
organizatia, cu cultura ei si implicit dimensiunile culturale care-si pun amprenta asupra vietii
organizationale. Fiecare dintre acesti factori trebuie cunoscuti, analizati, ba chiar ,,dozati”,
pentru ca rezultatul deciziei sa fie pe masura asteptarilor.
Ba mai mult, managerii ar trebui sa cunoasca cat mai multe posibil despre procesele
decizionale atat in cultura proprie, cat si in alte culturi, cu care organizatia poate veni, la un
moment dat, Tn contact (cazul profesorilor si studentilor straini bursieri ERASMUS etc.).
Nu in ultimul rand, deciziile luate la nivelul organizatiei trebuie sa satisfacd cerintele eticii si
deontologiei.

In lucrarea “Puterea Managementului Etic” (1988), Kenneth Blanchard si Norman

9%

Vincent Peale au propus o “verificare etica” pentru factorii de decizie, care sa dea raspunsu-
rile la urméatoarele intrebari:
1. Este legal? (Va incdlca legea sau politicile organizatiei?)
2. Este echilibrata? (Este dreapta pentru toti cei implicati atat pe termen lung cat si scurt?
Promoveaza relatii castig-castig?)
3. Cum ma va face sa ma simt eu? (Ma va face mandru de actiunile mele? Cum ma voi
simti cand altii vor afla despre decizie?)
Universitatile trebuie sd sustind procesele decizionale etice printre angajatii lor, prin
incurajare, suport i recompensare. Procedurile de integrare trebuie sd transmita noilor veniti
stan-dardele etice de comportament in cadrul organizatiei.
Intelegerea diferentelor individuale ii va ajuta pe manageri si maximizeze punctele tari ale
stilurilor decizionale ale angajatilor §i sa construiascd echipe care sd valorifice aceste
avantaje, favorizand, in acest fel, creativitatea deciziei. Nu in ultimul rand, managerii trebuie
sa cunoasca avantajele si dezavantajele diferitelor tehnici de decizie in grup si sa minimizeze
potentialul de gandire in conformitate cu grupul. In fine, deciziile luate de indivizi sau grupuri

trebuie analizate pentru a vedea daca sunt etice.
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Studiu de caz. Un nou program de studii la Facultatea de Inginerie a Universitatii
»wLucian Blaga” din Sibiu

Consiliul Facultatii de Inginerie fusese convocat la o sedintd extraordinard pentru a analiza propunerea sefului
catedrei de ,,Stiintd a Fabricatiei”, Dan Chiceanu privind promovarea unui nou program de studiu pentru
sesiunea de admitere 2009/2010. Dan Chiceanu avea reputatia unui manager creativ care propune intotdeauna
lucruri surprinzitoare si cei mai multi membri ai Consiliului agteptau propunerea cu nerdbdare.

Dan Chiceanu a fost invitat in a-si prezenta propunerea. Dupa citeva remarci generale facute de decanul
facultatii loan Meruscu, seful catedrei de ,,Stiinta Fabricatiei” a inceput sa vorbeasca despre ceea ce si-a propus.
Pe masura ce vorbea, membrii Consiliului Facultatii se uitau uimiti unii la altii. Chiceanu propunea un nou
drum: promovarea unui program de studiu interdisciplinar artd, proiectare si tehnologie de fabricatie. Adica
colaborarea a doua facultéti,cea de Inginerie §i cea de Istorie si Patrimoniu din cadrul Universitatii, cu recrutarea
de candidati de la liceele de Arta si Muzica din euroregiunea 7 Centru. La sfarsitul acestei propuneri total
neagteptata si-a rotit ochii peste auditoriu: ,,Vreo nelamurire ?” a intrebat cu multa blandete, remarcand uluiala
evidenta a consilierilor. Ii placea sa-si surprinda colegii !

Ioan Meruscu, decanul facultatii si presedintele Consiliului Facultatii era singurul care nu era surprins,
pentru ca discutase in urméd cu citeva saptamani cu Chiceanu despre planul sdu . Desi ,,om al tehnologiilor”
Chiceanu prezenta astdzi programul interdisciplinar, cu speranta sd-si promoveze si propria carierd. Doar
rotunjindu-si experienta si cu alte programe de studii putea spera sa progreseze in ierarhia universitara.

Decanul facultitii insd, vedea multe oportunitdti intr-un program interdisciplinar care avea sansa sa
largeasca semnificativ arealul recrutdrilor candidatilor pentru Facultatea de Inginerie chiar dacd stia ca
propunerea va fi respinsa, ca fiind temerara, de cétre seniorii facultatii. Implicarea lui in Facultatea de Inginerie
se baza pe o angajare sincera in dezvoltarea specializarilor atragitoare pentru tineri si societate. In ultima vreme
prietenii si colegii din universitatile europene partenere il indemnasera sa ia in considerare foarte serios nevoile
societatii pentru produse functionale si estetice. Cand a auzit prima datd propunerea lui Chiceanu, a decis ca o
va sprijini §i acum se gandea cum s obtina sprijinul celorlalti.

Acum se intoarse spre Eugen Pricopescu, care fusese invitat in Consiliu in calitate de director al
Camerei de Comert, Industrie si Agriculturd, fiind o prezenta oficiala in legaturd cu comunitatea firmelor de
afaceri. ,,Avem in fatd o propunere interesantd, Eugen. Ce zici ?”

Stia ca Pricopescu manifestase intotdeauna slabiciune pentru estetica si functionalitatea produselor. Se
gandea ca astfel stdnd lucrurile, Eugen Pricopescu va sprijini noul program de studii.

Asa a si fost. ,,Cred ca e o idee foarte buna, si sunt sigur ca acesti designeri industriali vor fi angajati si
valorificati de comunitatea oamenilor de afaceri” a spus Pricopescu.

Alti cativa au protestat vehement. Cel mai vehement a fost Radu A. Metiu, seful catedrei de ,,Inginerie
Electrica”. In ultimii ani propusese promovarea unor noi programe de studiu in domeniul ingineriei electrice, nu
toate fiind aprobate de Consiliul Facultatii, datorita lipsei specialistilor in domeniu.

S-a decis sa se analizeze si in cazul viitorului program de studiu de ,,design industrial”, implicatiile
manageriale ale resurselor umane si cele de marketing. Intalnirea urmitoare a fost fixatd peste doud saptimani.
Cand s-au intdlnit din nou, pozitiile de atac au fost mult mai clare: Radu A. Metiu a propus respingerea
programului, din motive de schimbare a ,,orientérii ingineresti” a facultatii.

Insa decanul Meruscu este gata cu un raspuns . ,,imi dau seama la ce te gandesti” a spus el, dar trebuie
sa ludm seama si la alti factori. De ani de zile, dupa 1990, numarul studentilor care acced la programe ingineresti
nu este crescator. Facultatea noastrda nu pierde bani dar pierde in prestigiu si nu poate onora politicile de
promovare a resurselor umane academice. Dupa cum o vad eu, propunerea ne da sansa de a face tocmai acest
lucru.
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I-am cerut lui Dan Chiceanu si faca un sondaj neoficial printre viitorii absolventi de liceu din acest an. Cred sa
rezultatele vi se vor parea interesante.

S-a ridicat seful catedrei ,,Am reusit sd inregistram prin sondaje, in liceul de Arte si Muzica din Sibiu si
Alba Tulia, opinii favorabile viitorului program de studiu. Asa ca ma astept ca inscrierile din sesiunea de vara sa
sprijine propunerea mea”.

In murmurul al general, decanul facultatii a informat Consiliul asupra demersului realizat de directorul
CCIA Eugen Pricopescu: ,, Anumite firme producatoare de produse industriale si-au manifestat sprijinul pentru
angajarea tinerilor absolventi imediat dupa ciclul de licenta”.

O dezbatere aprinsd a urmat acestor declaratii. In timp ce unii dintre membrii consiliului care nu
avuseserda nici o parere pand atunci inclinau sd accepte propunerea, o minoritate semnificativa, apartinand
profilului electric in funte cu Radu A. Metiu se opunea.

Sedinta s-a incheiat fard sa se ajungd la un rezultat, pentru ca ar fi fost necesard o majoritate de doua
treimi pentru ca propunerea sa treacd. A fost decisd o noua intdlnire in urmatoarea saptimana, pentru a rezolva
criza.

In timpul acelei saptamani decanul facultdtii 1-a vizitat pe Radu A. Metiu. Dupa o discutie politicoasa
despre evolutia universitatii sibiene a ajuns la subiect. Si—a exprimat tristetea si regretul cd nu sprijind
propunerea privind un nou domeniu de licenta la Facultatea de Inginerie.

,»De ce ?” a Intrebat seful de catedra suspicios.

Pentru cd tocmai vorbeam cu Dan Chiceanu zilele trecute si el voia sd te roage sa preiei cateva din
disciplinele noi ale programului de studii ,,design industrial”.

,»Ma bucur ca si-a adus aminte de o parte din noi” bombani Metiu. ,,In fond se asteaptd de la Facultatea
de Inginerie sa valorifice judicios experienta si profesionalismul colectivului academic existent”.

»Sper ca o sa ajungem la o intelegere cand o sa ne revedem la sedinta consiliului” mai adauga decanul
ridicandu-se sa plece.

»Poate” raspunde ganditor Metiu.

La urmatoarea intilnire, Metiu a anuntat ca dupd ce a reflectat impreund cu colectivul catedrei s-a
razgandit si sustin acum noul program de studii design industrial. Céteva saptimani mai tarziu, la realizarea
planului de Invatdmant al viitoarei noi specializari, a participat i catedra de Inginerie Electrica careia i s-au
distribuit disciplinele de IT.

Intrebiri:

1. Care este problema generald cu care se confruntd Consiliul Facultatii de Inginerie ? Este o problema
bine/impropriu structurata ?

2. Cum au incadrat problema diferiti membri ai Consiliului Facultatii ? Ce anume explica diferentele.

3. In ce masura consiliul s-a supus sau a deviat de la modelul procesului decizional rational prezentat in
fig. 3.1.?

4. Existad vreo dovada de escaladare a angajamentului membrilor consiliului fatd de un curs nefavorabil
actiunii ? Existd dovada de gandire de grup ? Daca da, explicati-le !

5. In general este acesta tipul de problema care sa justifice decizia de grup ?

6. Retrospectiv puteti sugera vreo imbunatitire in procesul decizional ?
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Capitolul 4. DEZVOLTAREA
RESURSELOR UMANE

Obiectivele capitolului

Dupa studierea acestui capitol:
- veti sti sd faceti deosebirea dintre dezvoltare si training
- veti putea sa identificati cele mai bune strategii de invatare pentru resursele
umane din universitate
- veti Intelege importanta politicilor de dezvoltare a resurselor umane
- veti fi capabili sa integrati in planul de dezvoltare a resurselor umane variate

experiente de invatare

4.1. Dezvoltarea resurselor umane:concepte si diferente

Schimbarea este ceruta continuu pentru progresul universitatii si al comunitatii.
Angajatii dintr-o organizatie se adapteaza la nou, dacd se fac investifii in instruirea si
dezvoltarea competentelor lor. Universitatea, prin politica de dezvoltare, poate sa le asigure
actualizarea continud a cunostintelor pentru a mentine performanta la inalte cote. Are o
aplicabilitate mai larga decat trainingul si este consideratd o modalitate eficace de pregatire a
generatiei de schimb la catedra si in administratie.

Trainingul sau instruirea focalizati este o forma de actualizare a cunostintelor si
abilitatilor specifice si imediate, este pregatirea orientatd mai mult spre post decét spre
persoand. Dezvoltarea se referd la invatarea acelor abilitdti si comportamente necesare in
posturile actuale sau viitoare. Are o aplicabilitate mai larga decat trainingul. Dezvoltarea
resurselor umane este orientatd mai mult pe cariera si mai putin pe post, formeaza potentialul
de perspectiva si adaptare a lui.

Metodele utilizate in training si dezvoltare sunt numeroase, fiecare avand avantajele si
dezavantajele ei. Metodele includ perfectionarea pe post, programe de perfectionare in
institutiile de invatamant, cursuri de management educational, conferinte video etc. Noile
abilitati, comportamente, atitudini ce dau eficientd organizatiei sunt cateva din rezultatele
acestui proces.

Existd doud categorii de programe pentru instruire si dezvoltare manageriala:
programe de instruire pe post si programe de instruire in afara postului.
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In prima categorie se pot include: - antrenarea neformald cand managerul si
subordonatul discutd despre tehnicile manageriale si problemele existente fara a exista o
forma prestabilitd de comunicare; - antrenarea formala cand se programeaza periodic
intruniri Intre manageri si angajati pentru a discuta despre situatiile existente si eventuala lor
diferite sectoare de activitate; - fixarea cunostintelor prin colaborarea dintre un manager sau
angajat cu experienta si unul fara experientd; - instruirea prin mentori utilizand consilieri si
profesori.

A doua categorie de metode este mult mai vasta si include activitdti pe care managerul
sau angajatul le pot desfasura in afara locului de munca.

- lecturarea, seminarizarea si instruirea prin modele simulate pe computer, in special
in domeniul afacerilor; - studiile de caz utilizeaza calculatorul si video in descrierea situatiilor
de luare a deciziilor; - grupul T sau sesiuni organizate in ata fel, incat sa permita fiecaruia sa
se aprecieze, sa se vada singur prin prisma comportarii celorlalti;

- jocul rolurilor utilizat mai mult pentru dezvoltarea relatiilor interumane;

- analiza tranzactionala se bazeaza pe interactiunile dintre individ si grupuri trecand
prin ipostazele de copil, adult, parinte;

- modelarea comportamentala se finalizeaza prin instruirea corecta despre modul cum
trebuie sd ne comportam in situatii critice ce pot apare in firma sau in afard;

- instruirea prin utilizarea unui cos panel cu diferite scrisori, memorii si alte exercitii
care cer decizii rapide;

- managementul carierei utilizeaza programe de instruire bazate in principal prin a
arata importanta pozitiei In carierd si modalitati de a strabate drumul spre cea mai buna
pozitie.

In practica existd o diferenta intre instruire si dezvoltare. Trainingul este organizat de
universitate pentru a facilita angajatilor invdfarea competentelor, comportamentelor si
cunostintelor legate strict de post. De exemplu, trainingul angajatilor din secretariatele
facultatilor, in comunicare si relatii cu clienti determina reducerea numarului de reclamatii.
Dezvoltarea inseamna Invatarea competentelor manageriale si profesionale necesare pentru
posturile prezente si viitoare. De exemplu, persoanele doritoare sd abordeze o cariera in
managementul academic au nevoie de construirea abilitatilor de negociere, diplomatie sau de
managementul proiectelor. Daca orientarea in cariera academica este de cercetare, atunci vor
fi dezvoltate competentele analitice, de networking stiintific sau de scriere academica.

Invitarea este de fapt o schimbare continui a comportamentelor prin experiente directe
sau indirecte. Universitatea care investeste in dezvoltare este aceea a caror angajati continua
sd invete lucruri noi si sd utilizeze ceea ce invatd pentru Tmbunatatirea calitatii serviciilor

educationale.

In procesul de instruire o importanta deosebita o are instructorul sau cel care activeazi procesul
de invitare si perfectionare. Modul de abordare a problemelor, antrenarea participantilor la dezbateri,
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strategia didactica asimilatd conditiilor de desfasurare a instruirii sunt cateva din elementele importante
ale reusitei programului.

Reguli de reducere a stresului in procesul de instruire

1. Clarificati, mai intdi, obiectivele de bazd. Chiar dacd in aparentd subiectul este mare, el se
poate descompune in elemente simple, usor abordabile care sa antreneze {i clasa in discufii.

2. Insistati asupra problemelor practice. Informatia pe care o dam in timpul instruirii ar trebui
sa aiba aplicabilitate imediata in practica. Exemplele sa fie utilizate in punctarea cursului.

3. Porniti cu lucrurile simple. Instruirea sda se faca plecand de la problemele simple spre cele
complexe. Pe cdt posibil notiunile complexe sa fie impdrtite in probleme simple. De reguld,
oamenii simt nevoia sd porneascad cu pati mici in descoperirea lucrurilor mari.

4. Puneti intrebari in loc sa dati raspunsuri. Este imposibil pentru cei mai multi din instructori
sa poata raspunde la orice intrebare. Clasa trebuie sa stie ca si dv. Suntefi acolo pentru a
Invdta impreund cu ea. De aceea din cdnd in cdnd puteti intreba” Este Managementul
resurselor 136 umane cineva care a lucrat cu acest tip de problema? Spunefi-ne §i noud.”
Acest mod va determina pe fiecare sa invete de la fiecare si puteti dobdndi si dv. multe
informatii.

5. Dati posibilitate cursantilor si arate ce au invdtat. Feedback-ul celor invatate se rdsfrange
asupra mentorului determindndu-l sa-fi modifice stilul de invagare. Daca lecturarea este
insuficientd puteti incerca un exercitiu, un studiu de caz, o poveste sau chiar o piesd de teatru.

6. Creafi o atmosferd relaxatd. Cursantii doresc sa invete lucruri noi, sa obtind informatii
despre evenimentele ce le afecteaza viata. Pentru aceasta prefera o atmosfera relaxata,
amuzantd chiar, decdt una crispata i greu suportabild. Sunteti suportat ca instructor numai in
mdsura in care aducefi in clasa ti perspectiva subiectului despre care ati vorbit.

Pe plan international formarea profesionald este o preocupare de seamad a statelor, in
special in Uniunea Europeand, unde prin actele comunitare adoptate, statele membre si-au
asumat obligatia de a lua toate masurile pentru asigurarea de conditii concrete pentru formarea
profesionald a salariatilor, pentru consiliere si orientare profesionald, pentru apropierea
progresiva a nivelurilor de pregatire, pentru recunoasterea reciproca a pregatirii profesionale a
salariatilor, pentru adoptarea de politici comune in domeniul larg al pregatirii profesionale.

Formarea profesionald este un drept al salariatilor recunoscut prin Constitutie
(articolul 32), dar si o obligatie a acestora, a carei neindeplinire poate fi sanctionata inclusiv
cu desfacerea contractului de munca. De asemenea asigurarea formadrii profesionale a
salariatilor este Intr-o oarecare masura si o obligatie a angajatorilor.

Noul Cod al Muncii aduce o reglementare mult imbogatita a formarii profesionale, in
acelasi spirit european al cresterii importantei formarii profesionale a salariatilor, cel putin la
nivel de principiu. Daca Universitatea include in strategia si politicile sale aceste preocupari
alege optiunea de a fi mai bund in competitia celelalte organizatii.

4.2 Resursele umane si invatarea
Invitarea poate fi definitd ca un proces ciclic i cumulativ de continud actualizare a
cunostintelor, prin adaugarea de noi subiecte bazei de cunostinte deja existenta[19,26].
Clasificarea procesului de Invatare se poate realiza in functie de urméatoarele criterii:

- prezenta sau absenta congtientizarii:
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* constientizata atunci cand se realizeazd intr-un cadru organizat, ghidat si
controlat;
» neconstientizata care are loc Tn mod repetitiv, prin actiune.
- numdarul de participanti

» individuald cand angajatii invata separat, producandu-se astfel o schimbare
comportamentald individuala - std la baza invatarii organizationale;

» colectiva, in echipd cand angajatii invatd Tmpreund, mediul organizational
avand o influentd semnificativa asupra eficientei invatarii;

Un model reprezentativ al procesului invatarii este ciclul lui Kolb [15], vazut ca un
proces continuu:

= (Cagtigarea unei experiente practice bazata pe actiune;

= Observarea acestei experiente si reflectarea asupra ei;

= Extragerea de concluzii din experienta avuta;

= Testarea noilor idei in practica.

Abordarea 5
DIVERGENTA

7 x>

Observare si

Abordarea EXperien'gzzl reflectare Abordarea
ACOMODATOARE concreta ASIMILATOARE
Experimentare Conceptualizare
activi abstracta
Abordarea 5
CONVERGENTA

Figura 4.2. Ciclul de invatare a lui Kolb si cele patru abordari ale invatarii

Activitatea in cadrul organizatiei este un proces continuu de invatare, iar invatarea sta la
baza tuturor activitdfilor de training. Sunt posibile mai multe modalitati de abordare a
proceselor complexe de invatare in cadrul organizatiei. De multe ori trainerii prezinta
informatiile si presupun ca acestea sunt de la sine intelese. Dar Invatarea are loc numai atunci
cand informatia este perceputa, inteleasa si internalizata printr-un efort constient de utilizare a
acesteia. In continuare sunt prezentate citeva dintre principiile de invitare care stau la baza
training-ului.

Motivatia de a invata
Oamenii invata Tn moduri distincte si aplica diferit ceea ce invata. Abilitatea de Tnvatare

trebuie sa fie insotitd de intentia sau motivatia de a invata. Motivatia de invatare este

s o s
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determinatd de raspunsuri la Intrebari de tipul: “Cat de important este locul de munca pentru
mine?”, ,,Cat de mult conteaza daca invat aceastd informatie?”, ,,Cat de utile vor fi lucrurile
pe care le invat?”, ,,Ce informatii imi sunt adresate mie?”.

Oamenii au opinii diferite despre abilitatile personale de a Tnvata prin training, in functie
de modul in care se percep pe sine. Persoanele cu un grad scazut al propriei eficacitati (nu
cred ca pot obtine performante) invatd mai bine din trainingurile “personale” (one-to-one
training). Persoanele cu un grad ridicat al eficacitatii proprii invata mai bine prin training-urile
conventionale[10,218].

Abordarea globala a invatarii

Conform conceptiei gestaliste [18,115], este mai bine ca beneficiarii training-ului sa aiba
o imagine generald asupra lucrurilor pe care le vor invata decat sa primeascd fractiuni de
informatie. Aplicat la locul de munca, conform acestui concept se recomanda prezentarea
elementelor individuale, numai dupa ce a fost explicat modul in care aceste elemente
alcatuiesc un intreg.

Un alt concept este orientarea atentiei beneficiarilor training-ului (attentional advice)
prin care trainerul 1i informeaza pe participantii la training cu privire la procesele si strategiile
care asigura succesul training-ului. Participarea la training a beneficiarilor poate fi
imbunatafita prin prezentarea in ansamblu a informatiilor ce vor fi transmise si prin
accentuarea aplicabilitatii training-ului la locul de munca prezent [13,291].

Modificarea comportamentali. Modificarea comportamentald in cadrul training-ului
are la baza teoria lui B. F. Skinner [14,56] conform careia “invatarea nu inseamna a face,
invatarea inseamna schimbarea a ceea ce facem”.

Modificarea comportamentala are la baza urmatoarele patru interventii strategice:

= Consolidarea pozitiva constd in obtinerea recompensei dorite.

De exemplu, un administrator de facultate care primeste feedback pozitiv din partea
decanului cu privire la prestatia pe care a avut-o in organizarea unei conferinte beneficiaza
atat de un consolidator extern (aprecierea decanului) cat si de un consolidator intern (mandria
personald). Se considerd cd existd o probabilitate mai mare ca o persoand care primeste
consolidatori pozitivi sa continue sa invete si sa se dezvolte.

= Consolidarea negativa apare atunci cand angajatul lucreaza pentru a evita consecinte
neplacute. Comportamentul unui angajat care ajunge la serviciu la timp poate avea la
baza evitarea criticilor managerului. Astfel, criticile potentiale conduc la
comportamentul dorit din partea angajatului.

* Pedeapsa este utilizata pentru indepartarea unui comportament nedorit. De exemplu,
secretara poate fi sanctionatd atunci cand este nepoliticoasd cu studentii prin penalizari
salariale sau transferul intr-un post inferior.

= Extinctia constd in utilizarea tehnicilor de Incetare a unui comportament nedorit.
Rezultatul asteptat este absenta comportamentului neconsolidat.
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Toate cele patru strategii pot avea ca rezultat schimbarea de comportament iar in unele
situatii pot fi utilizate combinatii ale acestor strategii. In cazul training-ului se recomanda

consolidarea pozitiva a comportamentelor dorite ca cea mai eficientd metoda in procesul de
invatare.
= Interactionismul simbolic [7]
Acest concept ofera o alta perspectiva asupra invatarii la varsta adulta:

= In timpul procesului de invatare adultii sunt mai interesati de masura in care evolueaza

in directia unei imagini de sine idealizate decat spre obiective stabilite de altii;

= Adultii cu o buna stima de sine invata mai bine mai bine decat ceilalti;

= Sinele adultului este afectat de fiecare nou rol asumat;

= Adultii invata cel mai bine cand se percep ca ”persoane care Tnvata”.

= Confirmarea imediata

Conform acestui concept, oamenii invata cel mai bine dacad elementul consolidator este
oferit cat mai repede de la finalizarea activitatii. Astfel, pentru un impact ridicat, feedback-ul
cu privire la comportamentul unui participant trebuie oferit imediat dupa manifestarea acelui
comportament.

= Practici si modele de invatare

Pentru a deprinde noi abilitati este necesara aplicarea in practica a lucrurilor invatate. De
aceea, n realizarea design-ului training-ului este importanta luarea in considerare a modelelor
de comportament, a implicarii active si a curbei de invatare.

Una dintre cele mai accesibile moduri de a invdta este observarea §i apoi imitarea altor
persoane — utilizarea modelelor de comportament. Aceastd metoda are o aplicabilitate
ridicatd in deprinderea de noi abilitdfi care necesitd atat cunostinge cat si practica (tehnici de
predare, metode de prezentare, negocierea ).

Implicarea activd are loc atunci cidnd beneficiarii training-ului exerseazd activitdfi
specifice postului detinut, aceastd tehnicad fiind mai eficientd decat lectura unui material sau
ascultarea pasiva. Studiile aratd ca implicarea activa este unul dintre principalii factori asociati
cu performantele angajatului obtinute dupa participarea la training.[10,397].

Oamenii aflati in diferite situatii de training invata in moduri diferite, dupa o curba de
invitare specifica. Design-ul training-ului este conceput in functie de curba de invétare tipica
pentru activitdile incluse in program. De exemplu, atunci cand un angajat invata sa opereze o
linie automatizata de vopsele, rata productivitatii creste rapid la inceput apoi devine constanta
pe masura ce rata normala de productivitate este atinsa.

= Transferul training-ului

Pentru un transfer de training eficient de la sala de curs la locul de munca este necesara
indeplinirea a doud conditii:

1. Participantii la training trebuie sd poata lua materialul Tnvatat pe parcursul training-

ului si sa-1 aplice la contextul locului de munca;
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2. Participantii la training trebuie sa aplice lucrurile invatate in cadrul training-ului la

locul de munca pe o perioada suficientd de timp, pana cand acestea devin rutine de
lucru.

O modalitate de a facilita transferul training-ului la locul de munca este conceperea
design-ului training-ului cat mai aproape de particularitatile postului si dezvoltarea unui
feedback post-training.

Aspectele referitoare la dezvoltarea angajatilor in cadrul universitatilor din Romania sunt
reglementate prin acte normative:

1. Norme metodologice din 2003/05/08 de aplicare a prevederilor Ordonantei Guvernului

nr. 129/2000 privind formarea profesionala a adultilor;
2. Lege nr. 375 din 2002/06/11 pentru aprobarea Ordonantei Guvernului nr. 129/2000

privind formarea profesionala a adultilor;

3. Ordonanta nr. 129 din 2000/08/31 privind formarea profesionala a adultilor;

4. Lege 133 din 2000/07/21aprobarea O.G. 102/1998 privind formarea profesionala
continuad prin sistemul educational,

5. Hotarare nr. 779 din 1999/09/23 aprobarea constituirii Consiliului pentru Standarde

Ocupationale si Atestare;

6. Lege nr. 132 din 1999/07/20 privind infiintarea, organizarea si functionarea

Consiliului National de Formare Profesionala a Adultilor;
7. Ordonanta nr. 102 din 1998/08/28 privind formarea profesionala continud prin

sistemul educational;
8. Legea 145 din 1998/07/09 infiintarea, organizarea si functionareca Agentiei Nationale

pentru Ocupare si Formare Profesionala.
9. Legea 53 —2003, actualizata, Codul Muncii
10. Legea 128/1997 — privind statutul personalului didactic
11. Contractul colectiv de munca unic la nivel de invatamant 2007 — 2008
12. Contractul colectiv de munca unic la nivel national 2007 — 2010
13. Contractul Colectiv la nivel de Universitate
In prezent legislatia romana privind formarea profesionald a angajatilor din

universitate nu este in intregime armonizata cu cea la nivel europeana.

4.3. Politica de dezvoltare a resurselor umane in universitate

Politica de dezvoltare a resurselor umane in universitate este un proiect construit si
implementat de Departamentul/Serviciul de resurse umane (DRU), care oferda suport in
dezvoltarea profesionala si de leadership. Departamentul activeaza pe doua
niveluri:dezvoltarea organizationald si dezvoltarea individuala a angajatilor. Acest
departament ofera suport in initiativele de schimbare din unitatile functionale (facultati,
catedre, departamente).Proiecte interne dezvoltate in acest sens pot fi de tip training sau
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workshop, pe diverse teme de interes pentru serviciile educationale si de cercetare: Scrieri de
birotica, Dezvoltarea carierei pentru angajatii temporari, Utilizarea Excel pentru incepatori,
Caracteristicile HR in Universitate, Cum sa ramai pozitiv, Munca de echipa in invatare,
Program de leadership pentru cercetare, Evaluare si feedback, Predare catre audiente largi,
Scrieri academice, Cum sa scrii un curs? etc.

Resursele pentru sustinerea proiectelor pot fi interne, externe sau mixte. Importanta
universitatilor continud sa creasca in dezvoltarea organizatiilor publice si private. Presiunea
pentru cresterea performantei universitare se reflectd si asupra cresterii cererii resurselor
umane de calitate. Noul mediu cere raspuns rapid de la organizatic dar si de la oamenii
angajati. Departamentul/serviciul de resurse umane din Universitate concepe si
implementeaza acest proiect prin vointa si decizia Senatului. In universititile din Romania
activitatea de audit a impus mai curand o forma de structurare a dezvoltarii angajatilor sub
incidenta legilor discutate. Astfel ca in acest moment singurul instrument dezvoltat este
procedura construitda inainte de a fi conturatd o politica sau o strategie de dezvoltare a
resurselor umane la nivelul institutiei. Procedura nu este vizibila pe site si nici pe intranet,
personalul angajat necunoscand continutul lor. Vizitand site-urile Universitatilor din tard se
observa ca legaturile pentru serviciile si departamentele de resurse umane aduc informatii
numai despre persoane, telefoane si eventual adrese de contact. Nici o universitate nu are
afisatd in mod transparent politica/procedura de angajare, de evaluare, de dezvoltare sau
concediere a resurselor umane. Astfel interpretarea si improvizatia isi poate face loc. Limitele
etice apar din nou in practicile existente in universitati, prin care se dezvolta in paralel
instrumente sau procese determinate de cerinte legislative fara a exista o corelatie intre ele. De
exemplu:serviciul audit dezvolta proceduri pe care serviciul de calitate le-a conceput dar nu
le-a comunicat, in timp ce serviciul de resurse umane dezvolta instrumente de evaluare a
performantelor desi ele au fost concepute intr-o altd forma de managerii de facultati. Deciziile
de dezvoltare a angajatilor prin mobilitdti,schimb de experientd, rotire pe posturi se iau la
nivel de facultate, serviciul de resurse umane neavand nici o contributie explicitd. Noii
angajati nu primesc suportul de tip ,,Welcome” sau de ,,Development Centere” practicat in
universitatile dezvoltate din lume.
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Studiu de caz 1. Conceperea politicii de dezvoltare a resurselor umane
1.Implicarea

Universitatea se implica sa optimizeze oportunitdtile pentru ca angajatii sa-si imbundtateasca abilitdtile §i
cunostintele in vederea cresterii productivitatii §i satisfactiei angajatilor. Dezvoltarea angajatilor este
responsabilitate asumata de angajati, manageri, supervizori §i institufie. Angajatii sunt incurajati sa gaseascd
cea mai potrivita forma de dezvoltare in universitate §i in afara ei. Managerii si administratorii facultatilor pot
inlesni si sustine accesul la forme de dezvoltare pentru angajati si grupuri/departamente.

2. Design-ul
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Angajatii  din DRU consiliaza pe ceilalti angajati din universitate sa faca fata cerintelor posturilor §i
dezvoltarii carierei. Noii venifi din personalul administrativ sunt instruiti cu privire la procesele i sistemele din
universitate. Noii veniti din staff-ul academic sunt orientafi cdtre instruirea in domeniul predarii si educatiel,
intr-un program de 2 ani;in acest timp incdrcarea cu ore ar trebui redus pentru ca implicarea sa se faca pe
domeniul tehnicii predarii. Aceste activitati pot avea loc cu suportul si inifiativa facultdatilor.

3.Integrarea noilor angajati in universitate

3.1.Integrarea si orientarea:Cine este responsabil din partea universitatii §i a facultatii? 3.2. Serviciile de
dezvoltare oferite de DRU. La fiecare inceput de semestru departamentul ofera programul de integrare si
orientare.

3.3.Responsabilitatea facultdtilor este de a pregati primirea noilor angajati/colaboratori. Feedback-ul primit
dupd o lund, doud sau trei luni poate fi utilizat in dezvoltarea organizationala. Mentoring-ul este foarte util si
poate fi aplicat in aceastd etapd.

4.Granturi oferite de universitate pentru dezvoltare profesionald

4.1.Regulament si conditii. Granturile se pot oferi pentru participarea la cursuri, workshops, conferinte
4.2.Aplicatiile pot fi gasite si descarcate de pe site-ul universitatii
4.3.Alte informatii.

5. Schimburi de experientdi
5.1. Reguli de participare
5.2. Aprobarea schimburilor de catre universitate
5.3. Conditii specifice privind salarizarea in perioada de absentare
5.4. Acordul de parteneriat intre universitate si organizatiile de primire
5.5.Conditii generale:disciplinare, perioada, disciplina,drepturi etc.

6. Mobilitati pentru diverse obiective de dezvoltare.

Conditiile de participare si suportul oferit de universitate sunt descrise pentru fiecare caz in
parte:studentii care sunt §i angajati pot primi anumite facilitafi de timp sau taxe din partea organizatiei. Pentru
mobilitati poate fi conceputa o politica speciala. Mobilitatea poate fi si mutarea de pe un post pe altul, in diferite
servicii.

Studiu de caz 2. Descrierea procedurii de dezvoltare la Universitatea
AL I. Cuza” lasi'

2.1.Formarea profesionali — obiective principale
Conform Codului Muncii, art.188, formarea profesionald are urmatoarele obiective principale:
2.1.1.Adaptarea salariatului la cerintele postului sau ale locului de munca;
2.1.2 Obtinerea unei calificari profesionale;

2.1.3.Actualizarea cunostintelor si deprinderilor specifice postului si locului de munca si perfectionarea
pregatirii profesionale pentru functia de baza;

2.1.4. Reconversia profesionald determinata de restructurdri socioeconomice;

2.1.5. Dobandirea unor cunostinte avansate, a unor metode si procedee moderne, necesare pentru realizarea
activitatilor profesionale;

2.1.6.Prevenirea riscului gomajului;

2.1.7.Promovarea in munca si dezvoltarea carierei profesionale.

! Realizat in colaborare cu doamna Tita Larie, Responsabil DDRU Universitatea ,,Alexandru Ioan
Cuza” lasi
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2.2. Principiile de bazid ale formirii profesionale a personalului didactic auxiliar si administrativ din
cadrul Universitatii sunt:

2.2.1. eficienta — principiu potrivit caruia Universitatea are obligatia de a asigura atingerea obiectivelor
formarii profesionale cu un consum rational de resurse;

2.2.2. eficacitatea — principiu, potrivit caruia beneficiarii de formare profesionald au obligatia de a
imbunatati activitatea si a Impartasi experienta invatarii cu ceilali membrii ai comunitatii
profesionale;

2.2.3. coerenta — principiu conform céruia regulile din prezenta procedurd se aplica intreg personalului
didactic auxiliar gi administrativ,

2.2.4. egalitatea de sanse— principiu potrivit caruia, In contractarea serviciilor de formare profesionala
partile contractante au obligatia de a nu face discrimindri intre categoriile de beneficiari, respectiv
furnizori de formare;

2.2.5. planificarea — Universitatea lasi, respectiv conducerea facultatilor, departamentelor, serviciilor,
birourilor, au obligatia de a identifica nevoile de formare ale salariatilor, de a stabili prioritatile si
de a Intocmi Planul anual de formare profesionala;

2.2.6. transparenta — principiu conform caruia Universitatea lagi, respectiv conducerea facultatilor,
departamentelor, serviciilor, birourilor, are obligatia de a pune la dispozitia salariatilor din
subordine, personal didactic auxiliar si administrativ, informatiile privind formarea profesionala,
inclusiv resursele financiare alocate in bugetul de venituri si cheltuieli.

2.3. Formele de realizare a formarii profesionale ale personalului didactic auxiliar si administrativ din
cadrul Universitatii Iasi, sunt:

2.3.1. Programe sau stagii de formare profesionala cu o duratd mai mica de 60 zile, organizate si desfasurate
de catre furnizorii de formare profesionald, finalizate cu certificat de participare sau diploma de
absolvire.

2.3.2.Programe sau stagii de formare profesionald cu o duratd mai mare de 60 zile, cu scoaterea din
activitate pentru o perioadd mai mare de 25%, din durata zilnica a timpului normal de lucru,
finalizate cu certificat de calificare.

2.3.3.Participarea personalului didactic auxiliar si administrativ la cursuri organizate de Universitatea lasi
sau de catre furnizorii de servicii de formare profesionald din tara sau din strainitate;

2.3.4.Stagii de practicd si specializare in tara si in strdinatate;

2.3.5.Ucenicie organizata la locul de munci;

2.3.6.Formare individualizatd prin mentoring;

2.3.7.Traininguri interne si alte forme de pregatire profesionala convenite intre angajator si salariati.

2.4.Programe sau stagii de pregéitire profesionala, initiate de angajator, cu o duratia mai mare de 60 zile,
cu scoaterea din activitate pentru o perioada mai mare de 25%, din durata zilnica a timpului normal
de lucru

2.4.1. In cazul in care participarea la cursurile sau stagiile de formare profesionala este initiati de angajator,
toate cheltuielile ocazionate de aceastd participare sunt suportate de catre acesta (art. 194, (1) Codul
Muncii).

2.4.2. Salariatii care au beneficiat de un curs sau un stagiu de formare profesionald cu o duratd mai mare de
60 zile, cu scoaterea din activitate pentru o perioadd mai mare de 25% din durata zilnica a timpului
normal de lucru,nu pot avea initiativa incetarii contractului individual de munca o perioada de cel
putin 3 ani de la data absolvirii cursurilor sau stagiului de formare profesionala.

(1). Durata obligatiei salariatului de a presta munca in favoarea Universitatii lasi, care a suportat
cheltuielile ocazionate de formarea profesionald, precum si orice alte aspecte in legaturd cu obligatiile
salariatului, ulterioare formarii profesionale, se stabilesc prin Act Aditional la C.1.M.
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(2). Nerespectarea de catre salariat a dispozitiilor stabilite si asumate prin Actul Aditional la C.I.M,
conform alin. (1), determina obligarea acestuia la suportarea tuturor cheltuielilor ocazionate de pregatirea sa
profesionald, proportional cu perioada nelucratd din perioada stabilita conform Actului Aditional la C.1.M.

(3). Obligatia prevazuta la alin. (2) se aplicd si 1n cazul in care salariatilor care au beneficiat de un
curs sau stagiu de formare profesionald, si care in interiorul termenului stabilit prin Actul Aditional, sunt
concediati pe motive disciplinare sau C.I.M. inceteaza ca urmare a arestdrii preventive pentru o perioadd mai
mare de 60 zile, a condamnarii prin hotarare judecatoreasca definitiva pentru o infractiune in legaturd cu
munca lor .

2.4.3. Etape procedurale:

(1) In cazul in care se impune participarea la cursuri sau stagii de pregitire profesionald, cu o
durata mai mare de 60 zile, cu scoaterea din activitate pentru o perioadda mai mare de 25% din durata
zilnica a timpului normal de lucru, pentru personal didactic auxiliar si administrativ, Se parcurg
urmatoarele etape:

(a). Seful locului de muncd, unde se initiaza cursul sau stagiul de formare profesionald intocmeste
referatul de necesitate conform model Anexa 1. De asemenea, acesta intocmeste tabelul de inscriere al
salariatilor din subordine la cursul/stagiul de pregatire profesionald, Anexa 1.1. si ia acceptul salariatilor, pe
baza de semnatura, privind participarea la cursul/stagiul de pregatire profesionala.

(b).Referatul, Anexa 1, insotit de tabelul de inscriere Anexa 1.1. se inregistreaza la registratura
Universitatii si se Tnainteaza la Biroul Senatului Universitatii pentru aprobare.

(c). Dupa aprobare referatul, Anexal insotit de tabelul de inscriere Anexa 1.1. se difuzeaza la
S.R.U. - C.P. Administratorul financiar desemnat din cadrul S.R.U. Compartimentul Personal se ocupa de
incheierea Contractului de formare profesionald cu formatorul stabilit.

(d). Administratorii financiari din cadrul S.R.U., C.P. vor intocmi Acte Aditionale la C.I.M. pentru
salariatii care participa la cursul/stagiul de formare profesionala.

2.4.4. Circuitul documentelor, regulile de procedura, persoanele implicate, precum si responsabilitatile
rezultate, 1n cazul demardrii unui curs sau stagiu de formare profesionala cu o durata mai mare de
60 zile, cu scoaterea din activitate pentru o perioadd mai mare de 25% din durata zilnicd a
timpului normal de lucru sunt cunoscute de administratorii de facultate.

2.5.Planul de formare profesionala

2.5.1. Planul de formare profesionala la nivel de Universitate, se elaboreazad anual, pana la data de 15.
noiembrie a anului in curs, pentru anul urmitor, cu consultarea sindicatului.

2.5.2. Dupa intocmire si aprobare Planul anual de formare profesionald, la nivel de Universitate, devine
anexa la Contractul Colectiv de Munca.

2.5.3.Planul anual de formare profesionala, la nivel de Universitate, va fi constituit din totalitatea planurilor
individuale de formare profesionald, intocmite la nivel de fiecare structurd din cadrul Universitatii,
respectiv, Facultate /Departament /Compartiment /Birou, etc. Planurile de formare profesionala
individuale ale structurilor din cadrul Universitatii, se intocmesc de catre conducerile facultatilor,
departamentelor, serviciilor, birourilor, pentru personalul didactic si administrativ, prin consultare cu
S.R.U.C.P,, in fiecare an, pentru anul urmator pani la data de 15 octombrie a anului in curs.

2.5.4. La elaborarea Planului anual de formare profesionala se vor respecta principiile de nediscriminare
aplicabile, la intreg personalul didactic auxiliar §i administrativ, stabilite de Legea nr. 202/2002
privind egalitatea de sanse intre femei si Dbarbati, republicatd, care garanteaza accesul
nediscriminatoriu, indiferent de sex, la programe de initiere, calificare, perfectionare, specializare si
recalificare profesionald, precum si principiile de nediscriminare stabilite de Legea 53/2003 — Codul
Muncii si legislatia in vigoare specifica.

2.5.5. Pentru elaborarea planului anual de formare profesionald conducerea facultatilor, departamentelor,
serviciilor, birourilor vor stabili:

(1). Temele de training;

(2). Descrierea temelor de training;
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(3). Grupul de munca (grup target), personal didactic auxiliar si/sau administrativ, caruia i se adreseaza tema
de training;

(4). Tipul de training;
(5). Durata trainingului;

(6). Sursele de finantare (ex. buget, surse proprii), precum si valoarea estimativd a formei de pregatire
profesionala.

2.5.6. Planul de formare profesionald se va Intocmi conform modelului trimis de DRU.
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Capitolul 5. MANAGEMENTUL
CONFLICTELOR

5.1. Ce este conflictul?

O definitie mai precisa este datd de Marton Deutch? de la Universitatea Columbia,
pentru care conflictul implicd comportamente incompatibile; o persoand actioneaza intr-un
sens negativ, ceea ce determind ca actiunea celeilalte sa fie mai putin eficienta. In cazul celor
care au interese compatibile, comune, acestea pot intra in conflict incercand sa gaseasca cele
mai bune metode pentru a-si realiza scopul. Studiile arata ca in interiorul unei organizatii cele
mai multe conflicte apar atunci cdnd oamenii au interese comune, de cooperare.

Unii pot sd-si atingd scopurile simultan cu ceilalti; toti trebuie sd aiba succes,
conflictul este considerat o problema comuna care trebuie rezolvata spre avantajul ambelor
parti. Astfel se transforma conflictul intr-unul constructiv, dezvolta abilitatile oamenilor lor de
a-l trata si utiliza in avantaj.

Cealalta abordare — considera ca un conflict este bazat pe interese contradictorii — ca
si o luptd pentru a vedea ale cui forte si interese vor domina si cine va fi subordonat, ceea ce
inseamna ca trebuie sa invatam sa luptdm pentru ca sa castigam sau cel putin sd nu pierdem.
Axiomele lui Watkins®
Axiomele lui Watkins exprima caracteristicile conflictului interpersonal in stransa corelatie cu
comunicarea.

Astfel conflictul poate fi generat sau rezolvat numai prin intermediul procesului de
comunicare. Conflictul presupune existenta a cel putin doud “parti in conflict”, iar
comunicarea poate ameliora conflictul prin:

e apelarea la comunicarea pozitiva, ascultare empaticd, autoexpunere, care pot duce la
stabilirea unei baze comune de discutii, interese, valori;

e reducerea diferentelor perceptuale si in acest fel probabilitatea de aparitie a
conflictului.

Conflictul dispare in mod real numai atunci cand partile implicate intr-o disputd ajung
sa dezvolte solutii comune; mediatorul nu are insa autoritatea sd impuna decizia la care s-a
ajuns, ci doar sd-i convinga pe participanti sa o adopte.

Nu toate persoanele care intervin sunt mediatori. “Facilitatorii” se deosebesc in functie

de masura in care rolul lor cere sa se sUpuna unor reguli si norme stabilite anterior si care

? Tees David and Fisher Fred, Leadership Training Serie for Elected Officials, Councilor as Mediator edited by
United Nation Center for Settlements (Habitat), Nairobi, Kenya, 1996, p.3.
*|bidem p.5-6.
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sunt in vigoare. Ceea ce distinge un mediator de alte parti care intervin este datoria personala
si institutionala de a fi neutru.

Beneficiile conflictului sunt importante. Potentialul destructiv al conflictului este cunoscut,
totusi exista anumite consecinte pozitive. Printre elementele pozitive pe care le poate genera
un conflict se numara urmatoarele®:

e constientizarea problemei - discutarea frustrarilor ajuta la identificarea punctelor slabe,
a costurilor excesive, a nedreptatilor si a altor bariere in calea eficientei;

e imbunatdatirea solutiilor - dezbaterea solutiilor aduce noi directii, cautd informatii si
sensuri ascunse, integreaza idei pentru crearea unor raspunsuri ce corespund din
diferite perspective;

e productivitatea - reducerea duratei de timp pierdut si de repetare a cerintelor; o
utilizare mai eficienta a resurselor;

e schimbare organizationala - conflictul creeaza stimulente pentru promovare si pentru
a elimina procedurile depasite, modifica angajamentele si structurile;

o dezvoltare personala - confruntarea cu diferite conflicte aratd managerilor si
angajatilor masura in care stilul lor 1i afecteaza pe ceilalti si ce competente trebuie isi
sa dezvolte;

e stiinta §i creativitate - elaborarea si ascultarea ajutd oamenii sa retind idei si sa le
inteleaga implicatiile; acestia devin mai creativi pe masura ce exploreaza alternativele
si integreaza diferite puncte de vedere;

e receptivitate - stabilindu-si un scop, oamenii pastreaza legaturile dintre ei; astfel afla
ce-1 1ritd pe ei sau pe ceilalti si ce este important pentru ei;

e auto-acceptare - exprimarea frustrarilor si a sentimentelor 1i determind pe oameni sa
se accepte si sd se autopretuiascd; faptul ca ceilalti 11 ascultd si le raspund
sentimentelor conduce la construirea respectului de sine;

e maturitate psihica - conflictele determind oamenii sa ia in considerare perspectiva
alteritatii si sa devind mai putin egocentrici; ei se simt Increzatori §i In putere sa
rezolve dificultatile infruntandu-le direct.

e morala - discutiile si rezolvarea problemei ajuta angajatii sa se elibereze de tensiuni si
stres; se simt increzatori ca au infruntat dificultatile impreuna si ca au o relatie stransa
si deschisa;

e provocare si “‘fun” - implicarea in conflict poate fi amuzanta si poate fi o pauza in

monotonie, invitdnd oamenii la introspectie pentru a-si examina relatiile.

* Ibidem, p.7
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5.1.1.Teoria cooperativa a conflictului

In general, subiectii sunt motivati sa lucreze si sa se ajute; ei iau in considerare ideile celuilalt
pentru a le combina Intr-o solutie reciproc benefica. Aceasta alternativa este o modalitate de a
integra nevoile oamenilor si cerintele muncii lor.

Un obstacol major in aplicarea acestei teorii este convingerea ca in mod esential
conflictul este competitiv. Realitatea este ca partile conflictului pot lucra impreuna pentru a
depasi ideile si obiceiurile competitive, pentru a crea o echipa cooperativa si o organizatie de
succes. Discutarea beneficiile conflictului de tip cooperativ comparativ cu pretul pe care
fiecare parte trebuie sa-1 plateasca in cazul unui conflict destructiv 1i poate convinge sa
rezolve conflictul.

Conflictul cooperativ poate fi uneori o alternativa indezirabild cdnd una din parti
insistd 1n a face ceva ilegal, lipsit de eticd, contrar intereselor sau fara aplicabilitate (uneori o
criza cere actiune decisiva, unilaterald).

Uneori conflictul trebuie evitat pentru cad oamenii sunt prea stresati sau nepregatiti;
alteori conflictul este prea nesemnificativ pentru a se justifica cheltuielile pe care le
presupune.

Conlflictele de tip cooperativ devin din ce In ce mai posibile, pe masura ce partenerii
conflictului devin mai importanti unul pentru altul si sunt luate in considerare interesele pe
termen lung.

5.1.2.Tipuri de conflicte®
a. Conflicte esentiale

Acest tip de conflict este determinat de existenta unor obiective diferite si se manifesta
atunci cand indivizii isi satisfac propriile necesitati prin intermediul grupului. Reducerea
starilor conflictuale se realizeazd prin orientarea spre acele obiective care permit realizarea
unui consens.

Atunci cand realizarea obiectivului presupune competifie pe baza standardelor de
performanta, conflictul este unul constructiv, care duce la performanta. O forma aparte a
conflictelor esentiale este conflictul dintre generatii, cu efecte concrete in organizatii.

b. Conflicte afective

Sunt generate de stari emotionale care vizeaza relatiile interpersonale. Ele pot fi diminuate
prin eliminarea agresivitatii, a ostilitatii si a starii de suspiciune.

c. Pseudo-conflictele

Aceste conflicte au o pondere mare in societatile totalitare si post-totalitare, ele fiind un
rezultat al nesinceritatii si dedublarii indivizilor. La origine se afla fenomene politice, aceste
conflicte se manifesta intr-o multitudine de forme in organizatii.

% Porumb Elena — « Managementul resurselor umane ”, Editura EFES, Cluj Napoca, 2001, p.262-263.
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Pseudo-conflictele sunt lansate intre doud sau mai multe grupuri in care exista interese
comune, dar coabitarea ar aduce prejudicii grupului dominat in raporturile sale cu alte grupuri.

Raporturile dintre aceste grupuri se impart in doud categorii: raporturi de suprafata,
vizibile (grupurile dominate devin tinta atacurilor externe) si raporturi invizibile, prin care
grupurile dominante asigura monitorizarea celorlalte, protejandu-le in situatii critice.
d. Conflicte interpersonale
Un astfel de conflict se produce cand existd o incompatibilitate, o inconsistentd intre
elementele cognitive corelate, aceasta afectdnd capacitatea predictivd si de autocontrol a
individului. Inconsistenta, perceputd ca amenintand validitatea cadrului individual de
referintd, produce incertitudinea. Odatd perceputd inconsistenta, are loc intracomunicarea
folosita pentru a reduce incertitudinea sau tensiunile asociate acesteia. Drept rezultat, fie
acceptam ceea ce nu putem schimba, fie actionam pentru a schimba ceea ce credem ca sta la
indemana noastra sa o facem.
e. Conflicte la nivel interpersonal si de grupuri
Cauzele acestui tip de conflicte sunt: structura organizationald (divizarea pe subunitati);
procesul de evaluare a performantei; competifia pentru resurse limitate; nepotrivirile dintre
perceptii individuale asupra rolurilor fiecaruia la locul de munca, diferentele de personalitate
si dintre nevoi sau dorinte. Problemele personale care isi au originea in afara organizatiei.
f. Conflictele intre indivizii din acelasi grup
Aceste conflicte sunt cauzate de diferentele de personalitate. Aceste conflicte se declanseaza
pornindu-se de la maniera in care oamenii personalizeaza conflictele.
0. Conflictele intre indivizi §i grupuri
Conflictele intre indivizi si grupuri sunt o reflectare a modului in care un individ
receptioneaza starea de presiune generatd de grup asupra sa. De multe ori, la baza unor astfel
de conflicte stau relatiile interpersonale tensionate, existente intre indivizi din diferite grupuri.
h. Conflictele inter-grupuri
Conflictele inter-grupuri au de reguld un caracter complex, atdt ca geneza si cauze ale
aparitiei, cat si prin efectele ce le produce si metodele manageriale folosite pentru solutionare.
In general, solutionarea acestui tip de conflict este sarcina managerilor superiori, el
constituind principalul element al conflictului organizational. Acest tip de conflict apare
adesea intre sectoarele functionale si cele de productie sau intre conducerea administrativa si
sindicate.
I. Conflict organizational

In mod traditional, o organizatie eficientd ar trebui si fie una bine condusa, fara
conflicte. Dar un conflict bine rezolvat este un factor de succes. Studii recente aratd ca un
conflict cooperativ duce la rezolvarea unor cerinfe obisnuite sau extraordinare ale unor
organizatii.

Angajatii unei facultati au fost intervievati cu ocazia rezolvarii unor probleme intr-un

mod nou si creativ, precum si in situatia in care n-au reusit acest lucru. Cand au discutat

140
v Imbunatatirea Managementului Universitar % Bt b

pentru invatamantul Superior

Investeste in

OA M E N I Proiect cofinantat din Fondul Social European prin Programul Op Sectorial D Resurselor Umane 2007-2013




\(I\I\HRLL
= xuu ATIEL
fe ‘ CERCETARII 67
TINERETULUL
J e, l\IHP(lK\'l LUl

Fondul Social European Instrumente Structurale OIPOSDRU UNITATEA EXECUTIVA PENTRU
POSDRU 2007-2013 2007-2013 FINANTAREA vaATnMAhTuLu\
SUPERIOR, A CERCETARI|
DEZVOLTARII $1 INOVARII

e ey

0 perspectlva, fara perspectiva globala, au esuat, elaborand solutii slabe creativ si calitativ.

Managerii restructureaza si transforma organizatiile. Ei reduc nivelele ierarhice de
management, despart domeniile, leagd diferite unitati de afaceri si folosesc echipe create
pentru diferite scopuri si structuri paralele pentru a crea sinergie. Oricum, restructurarea
rareori aduce dupa sine Tmbundtatirea asteptatd a calitatii produselor, a calitdtii muncii,
productivitate sau profit.

Reducerea costurilor este scopul multor firme. In mod traditional, managementul de
varf a dictat reducerea bugetelor, dar simultan s-a redus si eficienta organizatiei. S-au
economisit bani pe termen scurt, dar s-a pierdut avantajul competitiv pe termen lung.

J- Conflict intre organizatii
In mod frecvent, acest tip de conflict se manifestd sub forma competitiei pentru lansarea unui

produs nou, pozitionarea pe o piata, obtinerea unor avantaje.

5.2. Metode de solutionare a conflictelor

Odata recunoscuta maniera rationald de solutionare, trebuie cautat raspunsul la intrebarile :

- De ce suntem in conflict?

- Care e natura conflictului?

- Care argument e mai puternic?

- Ce putem face?
Totodatd arata disponibilitatea de a lucra cu membrii celeilalte parti pentru gasirea unei solutii
acceptabile si benefice pentru toti. Ne permite verificarea propriile perceptii, atunci cand o
situatie este un conflict cand este perceputa ca un conflict. Nu trebuie negata legitimitatea
argumentelor celuilalt doar pentru ca suntem tentati sa vedem doar propria pozitie. De aceea,
este important ca fiecare persoana sa-si explice argumentele si sa simta ca sunt ascultati si
contributiile lor apreciate.
Grupul elaboreaza o varietate de solutii. Nici un membru nu trebuie evaluat, condamnat sau
ironizat pentru solutiile date. Trebuie cultivata convingerea ca se poate rezolva conflictul.
Elaborarea de solutii alternative si alegerea celei mai bune. Dupa ce au fost generate
alternativele este momentul sd sondam optiunea fiecaruia. Este legitim sd Incercam sa vedem
care este solutia care va face o parte sa castige in detrimentul celeilalte, care solutie ii va face
pe toti castigatori (solutii reciproc acceptabile). Este aleasa cea mai bund s§i constructiva
solutie.
Aplicarea solutiei si evaluarea. Aplicarea solutiei presupune a sti ce, cand, unde si in ce
conditii, precum si in ce masurd afecteaza fiecare persoana din grup. De asemenea, trebuie
aflat daca persoanele implicate sunt capabile sa indeplineasca planurile, daca solutia adoptata
poate rezolva problema, daca rezultatele 11 mulfumesc pe tofi.
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5.2.1. Negocierea

Negocierea este procesul_de comunicare ce are scopul de a ajunge la o intelegere. Cele doua
parti interactioneaza pentru a reduce diferentele dintre ele.
Fazele negocierii sunt:

e Stabilirea si explicarea propriei pozitii. Negocierea incepe atunci cand cel putin o
persoanda comunica direct cd un conflict trebuie sa fie discutat si rezolvat pentru un
avantaj reciproc Partenerii conflictului incearca sa identifice si sa defineasca
conflictul, privindu-1 ca pe o problema reciproca ce trebuie rezolvata. Este importanta
concentrarea asupra nevoilor si scopurilor, nu doar descrierea pozitiei cuiva. Ei cred ca
au mai mult de castigat printr-un aranjament de negociere decat prin continuarea
conflictului.

e Interogarea si intelegerea pozitiilor opuse. Cand partile isi elaboreazd pozitiile, ele
asculta pentru a afla mai multe despre necesitati, interese si sentimente. Acestea sustin
ca propunerile lor corespund nevoile ambelor parti, critica solutiile opuse si le arata
neconcordantele. Partile realizeaza ca un avantaj al conflictului consta in confruntarea
perspectivelor unice ale colegului sau prietenului cu propriile perspective. Empatia,
prezentarea situatiei celuilalt si rationarea asupra cazului sau contribuie la negocierea
cooperativa.

e Integrarea si crearea optiunilor. Prin discutie libera, negociatorii gasesc o solutie de
compromis care 11 ajutd sa creeze optiuni ce promoveaza teluri comune. Un obstacol in
calea crearii solutiilor este fixarea pe ideea originala ca si cum ar fi singura care i-ar
putea satisface cerintele. Cand ambele parti promoveaza propria pozitie sau genul de
gandire ori-ori, problema este definitd in termeni de “my way or your way”. O
evaluare prematurd frustreaza crearea alternativelor. Pentru realizarea acestora si
pentru depasirea obstacolelor, negociatorii gandesc si inventeaza céte optiuni pot. Cu
cat sunt mai multe idei, cu atat una buna poate fi selectatd. Negociatorii pot combina
ideile si sd propund solutii complexe; ei pot atinge scopuri comune pe multiple
probleme simultan, asa incat participantii pot observa ca, cel putin in cateva probleme,
interesele lor au fost protejate si promovate.

e Acord si intelegere. Intelegerile eficiente respectd intelegerile importante si legitime
ale ambelor parti. Prin extindere, asemenea acorduri satisfac nevoile reciproce ale
ambelor parti si le Tmpaca interesele opuse. Negociatorii trebuie sd fie capabili sa
implementeze intelegerile si sa le sus{ind, sa fie un acord pe termen lung si sd
depaseasca conflictul. Ideal, un conflict se rezolva pe baza unor criterii obiective.
Intelegerea trebuie s arate ca se va incheia conflictul, si descrie cum se vor purta

subiectii diferit in viitor, sa stipuleze consecintele nerespectarii ntelegerii, cum pot
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imbunatati relatia n viitor. Negociatorii trebuie sa fie pregatiti sa redeschida discutia

daca solutia se dovedeste ineficienta.

o Reflectare si invatare. Protagonistii reflectd asupra negocierilor pentru a invata mai
multe despre abordarea conflictului si despre relatia lor. Ei cautd sa-si adanceasca
introspectia si sa-si imbunatateasca abilitatile, sa afle cum a invata sa gestionezi un
conflict ajutd sa cooperezi.

Studiu de caz privind negocierea integrativa (traducere si adaptare dupi o
prezentare de Paltridge, 1971)

Prezentare situatie. in ciuda unei cresteri anticipate modeste a cifrelor studentilor inscrisi, serviciul
administrativ al Midvale College au inaintat o notificare catre presedinte si facultate in care au anticipat doar o crestere
redusa 1n nivelul fondurilor pentru anul academic urmator.

Cresterea modestd, bazatd pe o formuld de calcul per capita legatd de nivelurile cresterii proiectate a
inscrierilor, nu vor fi suficiente decét pentru ceva peste acoperirea costurilor in avans ale operatiilor si al cresterii
salariale care a fost promise anterior intregului personal.

Fapte. Trebuie recunoscut faptul ci se identificd un tipar diferit de necesitati la nivelul diferitelor
departamente si servicii ale colegiului. De exemplu, a fost creatd o noua sectie de Stiinte Sociale si cooperarea sa fiind
asiguratd doar prin intermediul promisiunii ca vor fi inaugurate cateva noi cursuri. Facultatea de Administrarea

~— "~ erilor s-a dezvoltat de doud ori mai accentuat decét restul

. ¢ S e— E;Z:;,,Me tatilor si personalul acesteia deja suprasolicitat a resimit
sitatea de a angaja pur si simplu mai mult personal

l \ >mic. La aceasta se adauga personalul facultitilor din

l l tamentul de Stiinte Umaniste i Scoala de Inginerie care
Crestarea Reducerea yresc sa 1si asume actualele reduceri de buget pentru a se
resurselor nevoilor ta altfel justificatelor deziderate urgente. Conflictul

l 1is s-a declansat.
l Opinii. Administratia si presedintele lipsiti de
v ! v supare si-au exprimat increderea cd Decanul va fi capabil
Suficient Insuficient jnsuficient Suficient ezolve ajustdrile necesare de credite bugetare. Din
l—l ;—' icire Decanul nu a impartisit aceeasi incredere. In
E——— Ji.re dupa”} .intrunir.e a t.rebuit sa facd fata aveﬁismentelor
NEGOCIERE zitoare §i imperative vizand retrogradarea academica care

tinstala la Midvale. Acesta constientiza ca resursele erau
ate, ca existau multe necesitati neimplinite si cd cea mai
parte dintre acestea erau reale si justificate. De asemenea
in mod dureros constient de extinderea conflictului.

Brokeraj [—* . . i o <
Iranta traiectorie pe care trebuia sd o parcurga ,,omul de la

Interventia
<+——— celeide-a

treia parti ¢’ In persoana Decanului este descrisa in figura 5.1 care
Aliante de ipt este un arbore de probleme cu posibile solutii prin
putere » H H H
clere Iintegrativa.

<+— Compromis

!

REZOLVARE

Configuratia
ulterioara

Fig. 5.1 Reprezentarea conflictului
(dupa Paltridge, 1971, p. 88)
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Analiza diagnostic pentru partile implicate in conflict. Argumentele Serv. Administrativ
Tabelul 5. 2 Analiza SWOT Serv. Administrativ (respectare buget)

Puncte tari

Puncte slabe

Respectarea bugetului calculat per capita in
forma initiala

Necontractarea de imprumuturi bancare i
obligatii financiare pe termen scurt sau lung
Acoperi cheltuielile salariale si
operationale minime

Acopera cresterile salariale promise anterior

Insuficiente resurse pentru introducerea altor linii sau
cursuri noi

Insuficiente resurse pentru sustinerea proiectelor de
cercetare in anul respectiv

Nu pot fi realizate noi angajari de personal

Personal suprasolicitat si nemultumit cu reflectare in
prestatia academica in conditiile supraaglomerarii

e Respectarea si adaptarea la dezideratele (datorate dublarii cresterii de studenti la Facultatea de

momentului Administrarea Afacerilor), sau neasumarii prelungite
pentru inca un an a restrictiilor bugetare in cazul
personalului din facultatile departamentului de Stiinte
Umaniste si Scolii de Inginerie

Oportunitati Amenintari
e Fidelizarea si responsabilizarea de e Riscul imposibilitdtii sustinerii nou-createi sectii de
perspectiva a conducerii si proiectantilor de Stiinte Sociale
buget din serviciul administrativ e Pierderea personalului calificat nemultumit (in special in

cazul Facultatii de Administrarea Afacerilor, Stiintelor
Umaniste si Scolii de Inginerie)

o Criza financiard datorata cheltuirii resurselor de rezerva
pentru cheltuieli neprevazute introduse in bugetul
operational pe anul in curs

Argumentele echipei care cuprinde Departamentelor Academice si de cercetare

Tabelul 5.3. Analiza SWOT Departamentele academice si de cercetare (satisfacere buget necesar)

Puncte tari Puncte slabe

e Posibilitatea angajarii de nou personal didactic e indatorarea pe termen mediu sau lung prin
pentru rezolvarea situatiei de supraaglomerare si contractarea de imprumuturi bancare si obligatii
suprasolicitare in cazul Facultatii de financiare

Administrarea Afacerilor e Modificari bugetare si administrative cu caracter ne-

e Onorarea promisiunii catre nou-creata sectie de ordinar
Stiinte Sociale
¢ Finantarea corespunzatoare a cercetarii
Oportunitati Amenintari
o Sustinerea nou-createi sectii de Stiinte Sociale o Blocaj financiar pe termen lung in conditiile realizarii

e Posibilitatea reald de gestionare a unei cresteri in prezent a unor cheltuieli ce urmeaza a fi amorsate
naturale a cifrei de studenti in anii urmatori ca din surse viitoare nesigure ca volum
rezultat al introducerii de noi sectii, noi o Incertitudinea obtinerii finantarii federale si private
discipline, derularea corespunzatoare si
entuziasta a activitatii noilor sectii sau discipline
introduse sau a celor aflate deja in crestere
acerba.

Generarea de alternative de rezolvare a conflictului utilizind modelul negocierii. Decanul a atacat
problema pe doua fronturi: a derulat campanii in favoarea resurselor aditionale pentru programul operational al
anului urmator i a influentat conducerea departamentelor si serviciilor sa reanalizeze si sa-si reduca drastic
bugetele solicitate. A sugerat, spre exemplu, amanarea propunerii de ofertd de noi cursuri in situatiile in care nu
se facusera deja anterior promisiuni ferme viitorilor membri ai unor facultiti. A indemnat ca unei parti a
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propunerilor de cercetare la nivel de departament s le fie reexaminate cheltuielile si sa fie programate
activitatile pentru doi ani in locul a un an si implicit bugetarea.

Cu asigurarea ca toate aceste masuri vor fi luate, a mers la serviciul administrativ cu rugdmintea ca
anumite fonduri pentru situatii de urgenta sa fie redirectionate catre bugetul operational. De asemenea a
indemnat Presedintele sd-si innoiasca eforturile de a obtine fonduri federale sau private care ar urma sa usureze
din povara financiara initiala si s finanteze mai mult din programul de cercetare al facultatii.

Solutii de tip Win Win utilizdnd rolul de broker. Decanul a inregistrat un oarecare succes in ambele
intreprinderi dar inca un decalaj considerabil rimanea Intre necesitati i resurse.

Acum avea sa treaca prin dezagreabila sarcina de a intra in detaliile fiecarei unitati de buget. Secretara
acestuia a stabilit o ratd de doud intdlniri pe zi cu fiecare dintre coordonatorii de divizii si sefii de departamente,
cu incepere din sdptdmana urmitoare, pentru citeva saptdmani, intilniri care au fost ratificate si etichetate drept
»informale si confidentiale”. Decanul Facultatii de Inginerie a fost dispus sa renunte la dotérile a doud noi
facultati in schimbul suportului material pentru echipament suplimentar si materiale de testare pentru laboratorul
sau de testarca materialelor. Presedintele (?) de Antropologiei a fost de acord sd fie finantat laboratorul
Decanului de la Inginerie cu conditia ca acesta sa sustina nivelul finantarii la Antropologie cel putin la nivelul
atribuirii din anul anterior. Numarul de astfel de ,,intelegeri de brokeraj”care au avut loc si au fost incheiate pe
parcursul sdptdmanilor ce au urmat nu va fi probabil cunoscut niciodatd dar a contribuit la descresterea
discrepantei bugetare. Scoala de Business era in mod evident necesar sd primeasca niste cresteri pentru a-gi
finanta incércatura suplimentara, problema care se punea era aceea dacd va primi suportul pentru a-si finanta
toate sau cea mai mare parte a programelor extinse. Pe parcursul sdptdmanii urmatoare Presedintele si o parte a
administrativului orientat in directia industriei au primit telefoane din partea liderilor comunitatii industriale si a
afacerilor locale indemnand la aprecierea importantei Scolii de Business si facand trimitere la considerabilul
suport financiar pe care acestia 1-au dat pe parcursul anilor anteriori colegiului Midvale. Aceastd interventie a
»celei de-a treia parti”a avut un efect considerabil. Alte astfel de interventii ale celei de-a treia parti au avut loc si
in favoarea altor unitati din colegiu dar niciuna nu a atins nivelul influentei in favoarea celei de Business. Divizia
de Stiinte Sociale urma sa gazduiasca un nou creat Departament al Studiilor Etnice, un efort interdisciplinar pe
care facultatea I-a extras din disciplinele conventionale. Astfel, orice reducere de buget la nivelul stiintelor
sociale era destul de probabil sid afecteze departamentul creat si urma sd producd repercusiuni din parte
diferitelor minoritati din comunitatile invecinate ale colegiului. Acest fapt a dat Diviziei Stiintelor Sociale o
pozitie puternica in campul negocierilor. Pentru a-si securiza propriul buget divizia amintita a ficut o serie de
aliante cu celelalte departamente, oferindu-se sd sustind un corp principal de revendicdri de finantare din
solicitarile acestora 1n schimbul dispozitiei de a ldsa sa treaca necesitatile altor unitati.

Schimbare la nivelul structurii de putere. Acest grup de aliante de putere a oferit Decanului cheia pentru
rezolvarea conflictului inainte de deadline. Cu ajutorul acestuia a reusit sd asigure numarul necesar de compromisuri
pentru a solutiona discrepanta de buget.

Daca negocierea nu rezolva conflictul, se trece la pasul urmator, care consta in mediere.

5.2.2. Medierea

Medierea este forma de interventie prin care se promoveazd reconcilierea sau
explicarea, interpretarea punctelor de vedere pentru a fi intelese corect de ambele parti. Este
de fapt negocierea unui compromis intre puncte de vedere, nevoi sau atitudini ostile sau
incompatibilitdti. Medierea presupune existenta unei a treia parti care sd intervina intre partile
in conflict.

Managerii detin rolul de mediatori intre angajati. Conflictul cooperativ sugereaza doua
cai puternic integrate prin care oamenii discutd si rezolvd problemele: una este sd ajuti
partenerii de conflict s dezvolte un context cooperativ, astfel Incat sa inteleaga cd au teluri
importante si pozitive; a doua metoda presupune a-i ajuta sd invete strategii de negociere
cooperativa.

Medierea se realizeaza in patru pasi:
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antagonistii prezinta obiectivele si aspiratiile lor majore independent; aceasta se poate
face pe ansamblul sau specific;

partenerii se gandesc cum ar putea sa se ajute reciproc pentru a-si indeplini
obiectivele;

adversarii negociaza si stabilesc intelegeri despre cum pot sd se ajute reciproc, in mod
realist, specific, corect; succesul trebuie recunoscut si recompensat iar neregulile
rezolvate. Mediatorul are rolul de a directiona partile aflate in conflict pentru a
participantii reflecta asupra acestor activitati si discuta ceea ce au invatat. Ei trebuie sa
fie capabili sa vada concret cum pot inainta ajutandu-se reciproc. Pot, de asemenea,
discuta limitele pana la care au negociat intelegerile pentru beneficii reciproce, sa
inceapa sa puna in practica intelegerile, procedeele asupra cédrora au cdzut de acord si
modul in care isi pot rezolva neintelegerile.

Mediatorul cere partilor sa lase la o parte discutia conflictuala si sa se ocupe de

interdependenta cooperativa. Exercitiul nu urmareste evitarea discutarii conflictului ci sa-i

pregateasca pentru acest lucru. Daca nici medierea nu rezolva conflictul, se trece la arbitraj.

Studiile arata ca intr-un numar semnificativ de universitati iau nastere conflicte intre

studentii internationali si personalul de supervizare al facultatilor (Adrian-Taylor, Noels si
Tischler, 2007; Selvaduray, 1991; Argyirey-Kwakye si Abaidoo, 1995 dupa Adrian-Taylor,
Noels si Tischler, 2007) considerent pentru care am ales sa analizdm un astfel de conflict. Al

doilea motiv in abordarea acestui particular exemplu il constituie faptul ca pune la incercare

aplicarea si modalitatea de abordare vestica a managementului conflictului transcultural.

Tabel 5. 4. Anatomia generala a conflictului (folosind metodologia BADGER a lui J.

Stulberg, 1987 pe o expunere de conflict adaptata dupa Adrian-Taylor, Noels si Tischler,

2007)
Elementele
Elementele : : .
teoretice partlcu_larlzate Prezentare conflict

la conflictul dat
Studentii internationali reprezintd o pondere din ce in ce mai mare din
N totalul absolventilor de studii superioare a marilor furnizori de studii
Pirtile Studentii superioare. O serie de studii au raportat existenta frecventd a conflictelor
internationali deschise sau doar percepute si gestionate in diferite feluri intre studentii
internationali (nivel licentd, master etc.) si supervizorii din partea
Supervizorii facultitilor receptoare. Pentru studenti in general supervizorii oferd suport,
studentilor orientdri, informatii despre expectantele de rol in ceea ce ii priveste, si
Reguli feedback vizand performanta acestora. Studentii care au o relatie buna cu
de Rol supervizori supervizorii lor sunt mai predispusi spre a experimenta niveluri de stres
comportament mai reduse, probleme fizice si psihologice minime, si satisfactie generala
fatd de programul de master. In timp ce pentru studentii locali supervizorii
au rolul doar de a oferi informatie punctual cand este nevoie de aceasta pe
probleme vocationale iar prietenii si familia oferd suportul pentru
probleme emotionale si personale, pentru studentii internationali
Resursele supervizorii, in lipsa relatiilor sociale si a suportului social intr-o tara
Problema . straind reprezintd mai degraba un fel de ,figurd centrala” (Charles si
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Elementele
teoretice

Elementele
particularizate
la conflictul dat

Prezentare conflict

Optiunile
pentru
intalnire

Reguli de
comportament
Rezultatele

Reguli de
comportament

(Expectante de
rol eronate)

Timpul
Controlul
informatiilor

Exercitarea
controlului
asupra celeilalte

parti

Viziune diferita
asupra scopului

Incompatibilitate
(incongruentd) a
asteptarilor
despre scop

Workshop de
management de
conflict
Organizarea
activitatii

Tip si volum de
feedback
Redactarea in
scris si

Stuart, 1991 dupa Adrian-Taylor, Noels si Tischler, 2007, p. 92) si trebuie
sa ofere suport pentru ambele tipuri de probleme (Leong si Sedlacek, 1986
dupa Adrian-Taylor, Noels si Tischler, 2007). Interesul pentru dezvoltarea
profesionala a studentilor si relatiile bune i stranse cu personalul facultatii
au fost factorii gasiti responsabili pentru preventia dezvoltarii depresiei din
cauza stresului accentuat pe care il resimt acestia pe parcursul
programului. Desi o serie de studii exploreazd nevoile si problemele
studentilor strdini putine dintre acestea sunt relevante pentru relatia
student-supervizor. Conform studiului lui Argyirey-Kwakye si Abaidoo
(1995 dupa Adrian-Taylor, Noels si Tischler, 2007) 12% dintre studentii
internationali au o relatie ,rea” sau ,foarte rea” cu supervizorii lor;
(Selvaduray, 1991): 25% din studentii internationali declara ca au raporturi
nesatisfacatoare cu membrii facultatii in timp ce pentru jumatate dintre
studenti (Perkins et al., 1991, dupa Adrian-Taylor, Noels si Tischler, 2007
p.93) ,,consilierea academica” reprezinta o problema in acest raport. Un
singur studiu ia In calcul si opinia supervizorilor.

Conflictul a fost descris ca fiind ,,0 reala sau perceputa incompatibilitate de
scopuri sau valori intre doud sau mai multe parti intr-o relatie, combinata
cu tentativa de a se controla unul pe celélalt si sentimente antagoniste
orientate in ambele directii”(Fisher, 1975, dupa Adrian-Taylor, Noels si
Tischler, 2007, p. 93). Alte cauze identificate (Chiste, 1997 dupa Adrian-
Taylor, Noels si Tischler, 2007) ale conflictelor care apar intre supervizori
si studentii internationali includ: absenta informatiei, absenta feedbackului
sau a feedbackului de calitate, lipsa timpului, controlul excesiv din partea
supervizorilor, discriminare sau tratament ilegitim, lipsa deschiderii si a
onestitatii, discriminari de gen.

Alte studii au adaugat: discrepanta dintre expectante si raporturile concrete
in ceea ce priveste distanta sociald, spatiul personal si gradul de apropiere
al relatiilor (fie prea stranse fie prea distante) implicand si probleme trans-
culturale, lipsa respectului, slabe abilitati de comunicare orale si scrise in
limba engleza (Blunt si Li, 1998 dupa Adrian-Taylor, Noels si Tischler,
2007) etc.

Fox (1992, 1996) a addugat necesitatea de a se lua aminte la diferentele
intre conceptiile asupra abilitatilor ce trebuiesc formate in universitate: in
timp ce universititile vestice pun accentul pe rezolvare de probleme si
gandirea analiticd sau criticd, cele est-asiatice pun accentul pe traditie,
istorie si autoritate.

Cum poate fi un conflict bazat pe astfel de probleme si fie rezolvat,
managerizat si chiar prevenit?

Datoritd complexitatii si naturii dinamice a conflictului partile in disputa
nu sunt capabile si orienteze conflictul ele insele sau prin intermediul
reprezentantilor (astfel ca procedura cea mai informald, cea a negocierii se
exclude in astfel de cazuri), cea mai buna solutie in aceastd situatie
reprezentand-o interventia celei de-a treia parti. Fiind nepotrivitad asumptia
cé abordarea vestica asupra rezolvarii de conflicte poate fi aplicata trans-
cultural, Tnainte de a furniza orice tip de interventie asupra conflictului e
vitala atentia asupra etnoteoriilor (notiunile despre cauzele bazale ale
conflictului) si etnopraxiilor (tehnicile local acceptate pentru rezolvarea
conflictului) ambelor parti implicate in conflict, intrucat acestea pot varia
in mod semnificativ. A fost evaluatd disponibilitatea pentru workshopuri
de managementul conflictului a ambelor parti. Supervizorii din partea
facultatilor si studentii internationali au cazut de acord asupra faptului ca
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Elementele
Elementele : . .
teoretice partlcu_larlzate Prezentare conflict
la conflictul dat
expedierea 1n este necesara furnizarea mai multor informatii despre sursele de conflict si
Timp avans a ca nu va fi mai utila cresterea gradului de calificare sau introducerea unui
expectantelor numdr §i mai mare de reguli privind cine se calificd pentru postul de
Reguli de Cresterea supervizor de studenti internationali. Cele doud parti au cazut de acord
comportament responsabilititii | asupra a trei patrimi dintre cauzele conflictului. Abilitatile
comisiei necorespunzitoare de limba engleza au ficut parte dinte aspectele care
consultative necesita si pot fi remediate, studentii acceptand faptul ca un scor acceptabil
Rezultatel la TOEFL nu reprezintd o garantie a abilitatilor de limba engleza care sa i
ezultatele Proceduri de permita sa intelegi punctul altcuiva de vedere si sa iti exprimi perspectiva
preventie proprie. Studentii si supervizorii urmau sa cada de acord, prin discutii, in
cel mai scurt timp asupra tipului si volumului de feedback pe care il
considerd necesar si suficient pentru o activitate academica si raporturi
satisfacatoare.
Studentii au apreciat in mai mare masurda drept utila cresterea
responsabilitatilor comisiei consultative in rezolvarea conflictelor student-
supervizor si trimiterea in avans, in scris, a expectantelor legate de statutul
de student ca de altfel si a informatiilor despre potentialele conflicte.
Proceduri de preventie: introducerea unor servicii si politici de preventie a
conflictelor intre studentii internationali si supervizori incluzand un numar
de sesiuni educationale, redactarea formald scrisa a expectantelor, rolul
comitetelor de supervizare etc.
5.2.3.Arbitrajul

Arbitrajul inseamnd audierea si definirea problemei conflictuale de catre o persoana
aleasd de partile in conflict (de obicei, o persoand de specialitate sau desemnata de o
autoritate). Arbitrul actioneaza ca un judecator si are putere de decizie. Medierea si arbitrajul
sunt forme de intermediere costisitoare si care cer timp. Aparitia consecintelor este rezultatul
modului de abordare a conflictului si care se poate constitui intr-0 serie de conflicte uneori

mai grave decat conflictul initial.

5.3. Metode si proceduri de rezolvare a conflictelor de tip cooperativ

Axiomele lui Watkins exprima caracteristicile conflictului interpersonal in stransa
corelatie cu comunicarea, acesta poate fi generat sau rezolvat numai prin intermediul
procesului de comunicare. Putem afla o serie de beneficii pe care conflictele pot sa le
determine, iar tipologia conflictelor este utila pentru a putea determina cele mai bune solutii
pentru rezolvarea lor.

Tot mai mult se apreciazd dezvoltarea unei teorii cooperative de solutionare a
conflictelor, Un obstacol major in aplicarea acestei teorii este convingerea cd in mod esential
conflictul este competitiv. Realitatea este ca partile aflate in conflict pot lucra impreuna
pentru a depasi mentalitatile si obiceiurile competitive, pentru a crea o echipa cooperativa si o
organizatie de succes.
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Metodele de rezolvare a conflictelor: Advocacy Team Guide oferd una dintre
metodele de solutionare a conflictului, prin metodologia concretd in sapte faze; proceduri de
rezolvare a conflictelor de tip cooperativ pornesc de la conturarea contextului de cooperarea
pana la bucuria succesului — contin mai multi pasi; utilizarea conflictului pentru luarea
deciziilor este o provocare, dar recompensele sunt considerabile Un mod util de rezolvare al
problemelor este deci aplicarea ghidului echipei de advocacy®.

Faptul ca este important sd inveti sa rezolvi conflicte nu inseamna ca acest lucru se si

intamplad. Existd multe bariere 1n calea invatarii in organizatiile traditionale. Managerii si
profesionistii trebuie sa-si demonstreze competenta.

Conflict constructiv sau distructiv?’

Conflictul constructiv este generat de cauze multiple, dar poate fi permanent controlat,
permitdnd solutionarea problemelor la timp.Comunicarea dintre parti este intensd si
permanentd, dominatd de Incredere si se poate ajunge astfel la o solutie acceptatd de toti.
Fiecare parte incearca sa-si atinga obiectivele printr-o competitie deschisa. Cu cat conflictul
avanseaza si mizele devin mai importante, cu atat cresc eforturile si investitiile fiecarei parti,
existand sanse de a se ajunge la o solutionare.

Factorii care influenteaza un conflict constructiv sunt: importanta i numarul punctelor
de competitie, a participantilor, cheltuielile pe care participantii sunt dispusi sa le suporte,
amploarea constrangerilor morale pe care cei implicati se simt datori sd le respecte.

Indivizii si organizatiile devin mai creative si productive; resursele pot fi distribuite
mai eficient, eliminandu-se tensiunile si facilitindu-se efectuarea schimbarilor; se asigura
motivatia personalului, precum si un comportament creator; creste coeziunea grupului, gradul
de organizare si loialitatea.

Conflictul distructiv este acel conflict generat de erori, care nu a fost solutionat la timp si care
nu mai poate fi controlat. Acest tip de conflict determina insemnate cheltuieli materiale,
umane si emotionale, comunicarea intre parti dispare sau este dramatic redusa, capacitatea
fiecarei parti de a observa si de a raspunde la intentiile celuilalt este in mare parte inexistenta.
Pentru a obtine avantaje fatd de competitori se recurge la actiuni in fortd, la denaturarea
realitdfii. Cu cat conflictul avanseaza iar mizele devin mai importante, cu atat cresc eforturile
si investitiile in conflict, sansele de a se ajunge la o solutie fiind din ce in ce mai reduse.
Factorii de influentd intr-un conflict distructiv sunt aceiasi ca la conflictul constructiv, cu
diferenta cad participantii sunt preocupati de dimensiunea constrangerilor morale pe care cei
implicati le abandoneaza in timpul confruntarii.

Efectele asupra realizdrii obiectivelor organizatiei sunt negative, resursele personale si

organizationale se consuma 1n conditii de ostilitate, dispret, existind o permanenta stare de

6 Capital, nr.42, 19 noiembrie 2000si nr.11, 15 martie 2001 Revista Idei de Afaceri, nr.3 ( 44 ), martie 1997
" Purdea Dumitru, Samochis Boris - “ Managementul resurselor umane , Editura RISOPRINT, Cluj Napoca,
2000, p. 115.

149

v Imbunatatirea Managementului Universitar ﬁ Bt b

pentru invatamantul Superior

Investeste in

OA M E N I Proiect cofinantat din Fondul Social European prin Programul Op Sectorial D Resurselor Umane 2007-2013




2 l\(l.\‘lhll RUL
ﬁ* y‘ﬂ D EDUCATIEI . .
: w CERCETARIL
o ¥ f e TINERETULUL
® Y, i T [

UNIUNEA EUROPEANA Fondul Social European Instrumente Structurale OIPOSDRU UNITATEA EXECUTIVA PENTRU
2007-2013

POSDRU 2007-2013 FINANTAREA INVATAMANTULUI
RCET

P SUPERIOR, A AR
AMPOSDRU DEZVOLTARII $1 INOVARII

nemultumire. Un astfel de conflict poate duce la falimentarea firmelor, inchiderea fabricilor,

destramarea familiilor, divizarea comunitatilor.

In cooperare oamenii cred ci scopurile lor sunt interconditionate in sens pozitiv. Ei
inteleg ca, daca unul are succes, atunci are si celalalt. Realizarile lor individuale depind de
realizarile celuilalt. Cooperarea nu este bazata pe altruism, ci pe recunoasterea faptului ca
atingerea propriilor obiective cere colaborare. Despre competitie, unii autori cred ca
realizarile unora fac mai putin probabil ca ceilalti sa aiba succes. Daca unul reuseste, celalalt
trebuie sa piarda.

Scopurile de tip cooperativ ajutd oamenii sa trateze conflictul intr-un mod productiv.
Ei recunosc ca este in interesul fiecaruia sa promoveze eficienta celuilalt. Simtindu-se
increzatori, ei 151 eXprima liber gandurile, isi dezvéluie frustrarile si vorbesc despre furia lor.
Ei lucreaza cu solutii de tip “castig-castig” care le mentin si le Intdresc relatiile. Fiecare
exploreaza perspectivele celuilalt, le integreaza creator viziunile si sunt increzatori ca vor
continua sa lucreze Tmpreund in avantaj reciproc. Drept rezultat, ei sunt pregatiti sa discute
potentiale conflicte viitoare.

Pe de alta parte, scopurile de tip competitiv creeaza suspiciunea cad fiecare isi
urmareste propriul interes in detrimentul altora si cd acestea interfereaza. Lipsa lor de
incredere restrictioneaza schimbul de informatii si resurse si distorsioneaza comunicarea;
oamenii Tncearca sa-si impund punctul de vedere si sd evite discutiile directe, iar cand accepta
totusi discutia, Incearcd sd-si impuna punctul de vedere si sd evite sa piarda. Aceasta
escaladeaza productivitatea, intensifica stresul si scade moralul.

5.3.1. Proceduri de solutionare a conflictelor de tip alternativ. ”Advocacy team guide”®

Procedurile Advocacy team sunt folosite pentru a explora subiectele majore sau sa le
rezolve pe cele mai putin semnificative. Schematic, metoda poate fi prezentatd astfel:
selectare; opozitie; prezentare; reformulare; integrare; implementare; reflectare.

Tabel 5.5 Ghidul de aplicare a echipei de advocacy

Fazal. Selectarea problemei care cere o abordare comprehensiva. ldentificarea pozitiilor alternative majore.
Problemele mai putin importante nu necesitd o explorare extensiva si distrag atentia, reduc timpul alocat unor
probleme semnificative.

Faza 2. Desemnarea locurilor echipelor opuse. Oferirea resurselor pe care echipele le pot folosi pentru a aduna
informatii i argumente pentru pozitia lor. Echipele sunt formate si fiecareia 1i revine o alternativa. Li se acorda
timpul si resursele pentru sprijinirea faptelor, informatii, motive pentru alternativa lor. Ele planuiesc cum fsi pot
prezenta argumentele, astfel incat devin constienti de pozitia lor. Scopul nu este sa céstige dezbaterea prin
acceptarea pozitiei lor, ci doresc sa-si prezinte forta argumentelor astfel incat pozitia lor sa fie luatd in
considerare.

Faza 3. Fiecare echipd isi prezintd argumentele, asculta in mod deschis si provoaca pe ceilalti in mod
constructiv. Ambele echipe isi prezinta argumentele si pozitia in intregime si convingator. Este o discutie libera,
in care fiecare isi dezvolta argumentele. Membrii echipelor iau notite si analizeazd faptele si rationamentele
inadecvate.

® prin advocacy se intelege revendicarea, sustinerea sau apararea unui drept
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Faza 4. Echipele reformuleaza argumentele contradictorii, transforma prin viziunea proprie ideile, logica si
faptele celorlalte partii. Echipele ascultd i prezinta pozitia celuilalt, argumenteaza pentru a demonstra ca au fost
atenti si au inteles. Prin discutii, ei isi amintesc cd scopul este ca intregul grup sa dezvolte cat mai puternic o
pozitie.

argumentele pentru a ajunge la un consens in decizie, bazat pe datele curente. Trebuie sa fie pregititi sa dezvolte
si sa redecida. Fiecare echipa luptd sa creeze o decizie integratd. Subgrupele renuntd la pozitiile lor stabilite si
folosesc toate datele si argumentele pentru a ajunge la o intelegere generald asupra celei mai bune variante de
actiune. Oamenii se razgandesc datoritd faptelor si demersului logic, nu pentru cé ceilalti sunt mai puternici sau
pentru ca stiu sa-si sustind parerea. Decizia reflectd cea mai bund judecatd comuna.

Faza 6. Echipa implementeaza decizia. Grupul, ca un tot, abordeazd managementul si 1i determina pe ceilalti sa
implementeze decizia. A lua o decizie intr-o organizatie inseamnad mai mult decét un raspuns potrivit. Deciziile
nu au valoarea rezolvarii unui puzzle, ele sunt parte din procesul de muncid si management. Solutia trebuie
acceptata si aplicatd, impactul determinat si noi probleme identificate.

Faza 7. Echipa reflecta si invata din propria experienta. Discuta directii si arii de imbunatatire.

Membrii grupului reflectd la folosirea conflictului in procesul de decizie. Desi echipele au o activitate incitanta,
aceasta cere implicare si munca si nu este deloc usoara.

Este foarte tentant sd cazi In capcana de a domina pentru a castiga, pentru a-ti fi acceptatd pozitia. Exista
pericolul sd creada ca intr-o dezbatere ei trebuie sd demonstreze ca au dreptate in timp ce ceilalti se ingeala.
Trebuie sa tind minte cd ceea ce conteaza nu este cine are dreptate la inceput, ci cel care are dreptate la sfarsit.
Aceastd metoda se foloseste pentru a genera discutii si idei care pot ghida un grup spre o rezolvare.

Aceste proceduri includ mai multi pasi astfel incat sa ofere o noua perspectiva asupra
conflictului, benefica pentru o solutie acceptata de toate partile implicate in acest conflict.

Tabel 5.6. cu procedurile de solutionare de tip cooperativ a conflictelor pentru dezvoltarea
echipei Proceduri de rezolvare de tip cooperative ale conflictelor in luarea deciziilor’

Stabilirea contextului de cooperare

Subscrierea la un scop comun — decidentii eficienti vor o decizie reald care reprezinta viziunea impartasita de
catre toti membri. Controversele pot promova cea mai potrivita decizie.

Impartirea recompenselor - recompensa este acordati pentru succesul grupului, la fel cum se imparte si
responsabilitatea esecului.

Convenirea asupra asteptarilor - partenerii lucreazd Impreuna pentru a gasi o solutie in beneficiul tuturor.
Trebuie descurajata obtinerea de beneficii personale in detrimentul grupului.

Acordarea respectului si consideratiei pentru fiecare membru - fiecare membru este acceptat si valorizat chiar
daca unii le critica ideile; fiecare trebuie ascultat cu respect, trebuie criticate ideile si nu personalitatea sau
motivatiile individuale, trebuie evitate insultele si implicatiile care aduc atingere inteligengei/integritatii.

Formularea si explicarea propriei pozitii

Crearea unei atmosfere de deschidere - incurajarea exprimarii opiniilor, indoielilor, incertitudinilor, temerilor;
ideile nu trebuie respinse pentru ca au parut neelaborate, neobisnuite sau lipsite de spirit practic.

Structurarea conflictului - cineva trebuie sa-si asume rolul “avocatului diavolului” si sd facd o evaluare criticd a
ceea ce pare a fi raspunsul final al grupului. Managerul trebuie sa incurajeze diversitatea punctelor de vedere si
faptul cé nici o pozitie nu e de neschimbat. Prin faptul ca cere consens, procesul decizional incurajeaza
participarea tuturor si permite tuturor sa-si exprime neincrederile.

® Alternative Methods of Confict Resolution, www.cre-net.com
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Includerea in echipa a membrilor cat mai eterogeni - oamenii diferd prin experienta, opinii, tinuta si pozitie, iar
in organizatii sunt predispusi la pozitii opuse, mai ales independentii §i cei din afara organizatiei sau
departamentului.

Aflarea si intelegerea pozitiei opuse

Adresarea intrebarilor - in conflictul cooperativ oamenii vor sd-si auda unii altora parerile i argumentele direct;
ei exploateaza pozitiile celorlalti si incearca sa inteleagd logica si faptele pe care se bazeaza.

Directionarea cercetarii — decidentii trebuie sa studieze materialele pe care oponentii le folosesc ca probe, sa
intervieveze oamenii care impartagesc pareri contradictorii.

A influenta si a fi deschis influentelor - ideea este ca decidentii trebuie sa influenteze, dar nu sa domine.

Empatia - decidentii trebuie si dispund de spirit empatic pentru a intelege argumentele celuilalt. Ei pot
demonstra acest lucru prin parafrazarea ideilor opuse, dovedind interes fatd de persoana cealalta, chiar dacd nu-i
impartaseste ideile.

Integrarea si crearea optiunilor

Lupta pentru castig-castig, solutii reciproce - decidentii vor renunta la a cauta invingatori si invinsi si se vor
concentra pe o solutie productiva pentru ambele parti.

Combinarea ideilor - decat sd considere ca exista doua solutii incompatibile simultan, oamenii implicati trebuie
sa caute sa integreze parti din pozitiile, ideile si faptele tuturor partilor pentru a crea o arie de posibile decizii.

Folosirea argumentelor rationale - ratiune, ascultare deschisa si disponibilitate pentru acceptarea argumentelor
celuilalt, trecerea de la o gandire simplistd la acceptarea integrarii unor noi argumente, toate acestea
conditioneaza reusita unui proces de rezolvare a conflictelor

Acceptare si intelegere

Selectarea unei solutii de calitate - solutia selectatd trebuie sa exprime viziunea Impartasita si interesele
membrilor grupului.

Implementarea solutiei - o solutie bund este cu adevarat valoroasa doar dacd oamenii sunt pregatiti si pot s-0
aplice.

Reflectare si invatare

Realizarea implementarii si efectele solutiei - solutiile de succes trebuie implementate in forma adoptata si astfel
consecintele corespund asteptarilor. Partile trebuie sd fie pregatite pentru schimbari in urma controverselor,
pentru ca o solutie dezirabila la un moment dat poate deveni ulterior nepotrivita.

Discutarea procesului - decidentii trebuie sd-si dea unii altora un feed-back corespunzator si si identifice
punctele forte si ariile ce necesitd imbunatatiri pentru rezolvarea mai eficienta si eficace a problemelor.

Bucuria succesului - folosirea conflictului pentru luarea deciziilor este o provocare, dar recompensele sunt
considerabile; oamenii realizeaza cd dispun de capacitate de efort, pot oferi solutii de calitate si pot dobandi
incredere in relatii cu ceilalti.
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Through the module of Human resources management, the
authors suggest a foray through universities’ personnel activities for
teaching, research and administrative staff. Integrating more human
resources categories, the academic public institution can be a model to
the community in terms of approach and talent value, work and
diversity.

Some of the specific activities are implemented into human
resources departments/services, while others are supported and
developed by chairs and faculty groups. Up until now, there has been no
relevant and integrative study regarding human resources management
in Romanian universities to use for leverage. The challenge offered
through this model is double to the target audience: it opens a
“construction site” for further research and it offers the possibility to
find practical solutions in Romanian universities, who encounter strains
in their effort to adapt to the global context.

The influence of organizational culture, the impact of the
European legislative context, decisional and negotiation capabilities,
recruitment and motivation abilities, human resources development
strategies are only a few of the topics developed in our module.

Tendencies in human resources management in the academic
environment are currently focused on middle management leadership,
on progressive careers, on elaborating succession plans and on acquiring
talents through outsourcing. This imposes that universities possess a
dynamic, competitive profile, with permanent innovation, using
academic managers’ competencies in the most professional manner in
order to mobilize, involve and develop human resources.
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Chapter 1. ORGANIZATIONAL CULTURE

Chapter objectives

After having studied this chapter, you will know:

- what organizational culture is and what are the factors that influenced its
development and evolution;

- what are the traits that individualize the organizational culture of an university;
- what are the correlations between organizational culture and national culture;

- how could the value system be oriented and what effects could be obtained in
terms of organizational performances of an university;

- what are the dimensions of the organizational culture of an university and how
they could be evaluated;

- what is the type of organizational culture in your university, what changes you
could perform and what would be their implications?

1.1. The concept of organizational culture

Regardless of its size and field of activity, each organization, including a university,
has its own organizational culture, which is linked to its history, its ways of addressing issues
and its practices of managing activities. The organizational culture reflects the personality mix
and its leadership styles, influencing the way in which things are done, changes will be made,
organizational personality and psycho-social climate will be developed.

Organizational culture has its roots in basic hypotheses about the world, which
become obvious through beliefs, values and attitudes of the organization. The most superficial
level of culture is the one that can be observed. Here we can include stories about the
company, heroes, organizational anthem, buildings and brands.

Using a simple analogy, culture is for the organization what personality is for an
individual. Mac Millan considers culture the
ideology of the organization, while T. Peters and Culture is the ,.key” of organizational
R. Waterman believe that it is the result of the excellence and leadership is one of the factors
managerial effort to orient the employee towards which contribute to creation of culture.
the ,, spirit of excellent work™. Culture originates
in the interaction of interpersonal relations at
organizational level.

Edgar Schein - Organizational Culture and
Leadership

il Organizational culture influences people
The concept of organizational culture has behaviour, their career aspirations, their

its roots in social sciences, anthropology, professional training and their status in
sociology, social psychology and organizational society.

behaviour. The first specific studies date from
the 1970s (Clark, 1972; Pettigrew, 1973)

Then, Schein (1985) while helping define the concept of organizational culture,
approached the possibilities to analyse and intervene to perform changes.
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During 1980-1990, organizational culture started being studied more intensively,
West-European and North-American companies being preoccupied to understand and explain
high performances of Japanese companies at the time.

Organizational culture was defined in very different ways in the literature. Brown
(1994, p. 6-7) mentioned eleven different definitions. Even so, all authors agree that, at
organizational level, culture refers to people within the organization, to their relationships
with others, to their thoughts and feelings. Schein describes it as ,,a model of basic
hypotheses”, while Lorsch appreciates that it represents ,,beliefs shared by top managers in an
organization regarding the way in which the organization should be managed, both by them
and by others, and what should be their business conduct” (Lorsch, 1986).

Organizational culture was approached in a rational manner by Peters & Waterman
(1982), from a functional perspective by Schein (1985) or in a metaphorical manner by
anthropologists such as Geertz (1993). Authors such as Schein (1992) and Pettigrew (1985)
present organizational culture as the involvement of communicated values, but do not
distinguish between values of the leaders within the organization and values of other members
of the organization.

According to these definitions, organizational culture would be: ,,... a set of expected
behaviours which are generally supported within the group” (Silverzweig & Allen, 1976); .....
a coherent system of hypotheses and basic values by which a group is distinguished from
another” (Gagliardi, 1986); ,,... an integrated model of human behaviour which includes
thought, speech, action and which relies on the human ability to learn and pass on knowledge
to future generations” (Websters New Collegiate Dictionary).

Finally, Hofstede (1997) defines organizational culture as ,the collective
programming of the way of thinking through which organizational members differentiate
themselves from the members of another organization”. He argues that values of company
founders and of other members of the organization have an important role, but the way in
which these cultures affect the regular member way of thinking will be determined by adopted
practices.

Taking all these into consideration, we can define organizational culture as the
specific way of thinking, feeling and acting that people within an organization have learned
due to the set of procedures conceived by managers, but also due to the influence of the social
environment in which they have lived and have been formed.

At university level, organizational culture can be defined as the values and beliefs of
university stakeholders (academic and administrative managers, members of the senate and of
boards at faculty level, teaching staff, students and administrative personnel), based on
tradition, verbally or non-verbally communicated (Deal and Kennedy, 1982; Bartell, 2003).
University culture can be considered the personality of the organization. By observing
building architecture, the campus, the way in which infrastructure is maintained, as well as
the interaction between students or between students and teaching staff, the way in which they
are dressed we can get an image of university culture.

Organizational culture is represented by the value system, by common beliefs of
organizational members regarding its existence and the way it functions, by rituals, myths and
events which determine the way in which employees think and act.

The development and evolution of an organizational culture is a complex, long-term
process, which is performed while being affected by a number of factors, such as size of the
7
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organization; degree of activity integration; environment characteristics and degree of
adjustment to the environment; history of the organization; personality of the founder;
important past events for the organization; managers; the economic and financial situation of
the organization; resources which it administers and to which it has access to (see the
following box).

Influential factors in the forming and evolution of organizational culture

Size of the organization, which determines that culture of small organizations be focused on more
important personalities (club culture), while large organizations focus on a role culture, specific to
bureaucratic organizations.

The degree of integration of the activity. When activities are successive and interdependent or when
they can be divided into autonomous groups of activities, organizational culture tends to become of
bureaucratic type.

Environment characteristics and degree of adjustment to the environment. A stable, predictable
environment favours organizational routine and bureaucracy.

History of the organization. Personality of the founder, his/her reputation, important events that
influenced the organization define the traits of the organizational culture, any change being difficult
to apply.

Managers and top managers in particular influence the culture of the organization through their
personality and charisma.

The economic and financial situation of the organization, resources which it administers and to
which it has access to influence the organizational culture.

C. Handy - Gods of Management, Arrow Books Ltd., London, 1985

Culture enables an organization to obtain important advantages in terms of image and

prestige. From this point of view, in order to be efficient, organizational culture must be
visible through types of buildings, offices, distribution units, as well as through the image
projected by advertisements and the public relations system.

1.

The main characteristics that individualize an organizational culture are the following:

Member identity: degree in which employees identify with the organization;

Group orientation: degree in which activities are organized around groups or
individuals;

People orientation: degree in which managerial decisions take into account effects
of decisions onto organizational personnel;

Degree of integration of composing units: degree in which composing units are
encouraged to act in a co-ordinated or independent manner;

Control exertion: degree in which rules, regulations, supervising system are used to
control employee behaviour;

Risk toleration: degree in which employees are encouraged to be innovative and to
take risks;

Compensation criteria: degree in which salary raises and promotions are awarded
according to performance criteria or based on number of years of experience,
favouritism or other factors not connected to performance;

8
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8.  Conflict toleration: degree in which employees are encouraged to express their
opposite opinions and to criticize in an open manner;

9.  Orientation: degree in which managers are result oriented or technique / procedure
oriented towards obtaining results;

10. Degree of openness towards the environment: degree in which the organization
monitors and responds to signals coming from the environment.

1.2. Impact of national culture on organizational culture

Due to the fact that an organization acts in a national or multinational space, in which
human resources are specific in terms of social, religious, aesthetic values, organizational
culture is strongly influenced by characteristics of certain cultural levels of higher ranking,
among which national culture is the most influential one.

According to F. Fukuyama [1995], national culture is ,,an intrinsic moral model, which
may consist of ideas, values and relations”. Society regulates behaviour based on moral codes,
which consist of models regarding ideas, values and relations. These are developed through
tradition, repetition, examples and are reinforced through images, traditions and social
opinions.

Geert Hofstede [1996] considers that we can talk about ,,culture in a restricted manner”,
that means ,,a civilization” or ,mind refinement”, which incarnate in results such as
education, art and literature and a ,,mental software culture”. This related to the concept of
culture in anthropology, which involves patterns of thinking, feeling and action.

According to Hofstede’s model, national culture can be characterized by five
dimensions: power distance, individualism, masculinity, uncertainty avoidance and long-term
orientation.

1. According to Geert Hofstede’s model, power distance can be measured based on the
power distance index (PDI). The index measures the extent to which members of one culture
expect and accept that power is distributed unequally across society and in organizations. A
high power distance index reflects disparities in terms of people’s access to power and
wealth. Such societies are based on a caste system, with low possibilities of mobility and
progress for citizens. A low power distance index signifies that, in those societies, equal
opportunities and opportunities for people to access higher status are obvious. The impact of
the specific situation of national culture from this dimension’s point of view onto
organizational culture can be seen in table 1.1.

Table 1.1. Specific displays of management in organizations with different power distance
indexes (PDI)
Organizations with high PDI (100 <PDI < 50) Organizations with low PDI (100 <PDI < 50)

o Hierarchy within organization reflects e Hierarchy reflects role importance,
inequality between individuals and groups; established in a conventional manner;

» Within organizations, centralization is o Within organizations, the decentralisation
frequent; idea is promoted,

 Big salary differences between top o Small wage differences between top
management positions and non-management management positions and non-management
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positions;

o Subordinates expect to be told what they have
to do;

e The ideal boss is the amiable autocrat (a ,,good
father”);

e Privileges and symbols of the managerial
status are expected to be frequently invoked /
used.

positions;

o Subordinates expect to be consulted and to

have initiatives;

The ideal boss promotes a participative
leadership style;

Invocation of privileges and symbols of the
managerial status are not well-appreciated
by others.

2. Individualism (IDV). A high level of individualism proves that individual rights
have an important role in society. In these organizations, individuals tend to develop a large
number of freely consented relations, people being preoccupied by their own interests and o
their close family (core family). A low level of individualism (collectivism) is specific to
cultures with a high degree of collectivism and with tight connections between individuals. In
such cases, people expect that others from their group (extended family, clan, organization) to
defend their interests in exchange for their loyalty to the group. The impact of specific
situation of the national culture from this point of view is revealed in table 1.2.

Table 1.2. Specific displays of management in organizations with different power distance
indexes (IDV)
Organizations with high IDV (100 <PDI < 50) Organizations with low IDV (100 <PDI < 50)

o Employer-employee relationships based ona e Employer-employee relationships are
contract, supposed of being mutually moreover established in moral terms, as a
advantageous; family bound;

o Hiring and promotion are based on aptitudes Hiring and promotion decisions are
and impersonal rules; influenced by groups of interests;

e The organization is focus moreover on e The organization is focus moreover on
managing individuals; managing groups with distinct interests;

o Job tasks are more important than inter- o Inter-personal relationships are more
personal relationships. important than job tasks.

3. Masculinity (MAS), as cultural dimension, implies a clear differentiation of the
social role of the sexes, accentuates the need for self-evolution, professional and material
success. High masculinity signifies high differentiation between sexes, men having a
dominant role in a significant proportion. On the contrary, low masculinity (feminity)
signifies a low level of discrimination, women being equal to men. Cultural feminity
diminishes the social role of sexes, valuing agreeable human relations and quality of life. The
impact of specific situation of the national culture from this point of view is revealed in table
1.3.

Table 1.3. Specific displays of management in organizations with different masculinity levels
(MAS)
Organizations with high MAS (100 <PDI <50)  Organizations with low MAS (100 <PDI < 50)

e Managers are expected to be confident, self- e Managers use their intuition, aiming to
reliant; reach consensus;
e Emphasis is placed on competition and e Emphasis is placed in quality of working
performance; conditions and performance;
o Conflicts are managed openly, by direct e Conflicts are managed by negotiation and
10
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confrontation. compromise.

4. Uncertainty avoidance refers to the degree in which members of one culture feel
threatened by uncertain situations or by unconventional behaviours. The incertitude avoidance
index (UAI) is oriented towards the level of tolerance for uncertainty and ambiguity in
society. A high UAI indicates that in that culture there is a low tolerance for uncertainty and
ambiguity, therefore a large number of regulations and norms. A low UAI indicates that the
country is more tolerant to a variety of opinions. It is the case of societies less oriented
towards rules, more open to accept change and willing to assume a higher risk. The impact of
specific situation of the national culture from this point of view is revealed in table 1.4.

Table 1.4. Specific displays of management in organizations with different levels of the
uncertainty avoidance index (UAI)

Organizations with high UAI (100 <PDI < 50) Organizations with low UAI (100 <PDI < 50)

o Emotional need for rules, even if they will o Starts with the premise that there should not
never be fully operational; be more rules than necessary;

o Emotional need to be permanently busy andto e Work is organized so that it does not lead to
work hard; discomfort and repulsion;

o Precision and punctuality are considered o Precision and punctuality are attitudes which
implicit; are taught through education;

o Resistance to change and tendency to o Tolerance towards behaviours that deviate
eliminate ideas and behaviours that deviate from rules and support for innovative ideas;
from rules and norms; « Motivation through self-accomplishment,

e Motivation through security and appearance. esteem and group membership feeling.

5. Long-term orientation (LTO) reflects the degree in which a society accepts or does
not accept long-term dedication, orientation towards tradition and values of thought. A high
LTO indicates orientation towards long-term values, respect for tradition and strong ethics of
work, where long-term compensation is considered the result of day to day work. In low LTO
cultures, changes can be made more quickly. The impact of the actual situation of national
culture from this point of view is revealed in table 1.5.

Table 1.5. Specific displays of management in organizations with different long-term
orientation levels (LTO)
Organizations with high LTO (100 <PDI < 50) Organizations with low LTO (100 <PDI < 50)

e Orientation towards tradition and mind assets; e Pragmatism and orientation towards values

« Orientation of organizational values towards targeting performance and excellence;
work ethics, loyalty and correctness; « Orientation towards ethics due to effects that
« Compensation through prestige growth can be obtained in connection with
following recognition of effort along time. performance and prestige;

e Transparent and measurable systems of
compensation based on actual performances.

In table 1.6 are presented the results of Hofstede’s determination for six geographic
areas and for Romania and, in figure 1.1, evaluations for Romania and the European average.

Table 1.6. Dimensions of national culture based on geographic areas
11
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) Dimensions of national culture (Geert Hofstede)
o H A
z Geographic area Power distance Individualism Masculinity avt)JigZ?]';[glinr:()j/ex I&ﬁgg{;ﬁm
1 | Asia 70.8 26.8 53.8 56.3 74.0
2 | Africa 67.5 37.5 50.5 55.8 20.5
3 USA and Canada 39.5 85.5 57.0 47.0 26
4 | South America 68.2 22.1 49.3 75.2 56.5

Australia and N.

5 Zeeland 29.0 84.5 59.5 50 30.5
6 | Europe 46.4 59.3 47.7 70.6 30.6
7 | Romania 90 30 42 91 N/A

Source: http://www.geert-hofstede.com

Characteristics of national culture to which individuals of one organization belong
influence the culture of the organization.

According to Hofstede’s opinions (1997), national cultures differ mostly from value
point of view, while organizational cultures differ in terms of practices used. These are the
most visible parts of culture and can be oriented in certain limits. Therefore, it is desirable that
initiators’ values and other leaders’ values become practices for other leaders in the

organization.

This is not simple due to the fact that most values have been assumed from families
and education. In this vision, correspondence between values promoted by initiators and the
most important leaders, on one hand, and values assumed by most employees, on the other
hand, is important. From this point of view, there can be organizations with strong culture and
organizations with labile, weak culture.

Long-term orientation

Power distance
10RO

Individualism
59,3

—e—EUROPE
—O0—ROMANIA

Uncertainty avoidance index 91 Masculinity

Noti: Due to the fact that for Romania there are no evaluations for ,,Long-term

orientation”, in the figure it was taken into consideration the European average.
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Figure 1.1. Dimensions of national culture for Romania and the European
average according to Hofstede’s evaluations

Another model, largely applied, used in the analysis of national culture is the one

elaborated from GLOBE (Global Leadership and Organizational Behaviour Effectiveness).
Within the GLOBE consortium are involved a
number of over 200 researchers, specialists in
sociology and management, from 62 countries, National Organizational

representing most of world cultures, including

culture culture

Romania. The model suggested by GLOBE is
based on initial research by R. J. House (2002)
and is based on the correlation between national
culture, organizational culture and leadership
(figure 1.2).

The basic hypothesis by GLOBE is the Organizational

following: attributes or entities that differentiate leadership

a certain culture from others can predict what

organizational practices, characteristics and Figure 1.2. Corelation between
leaders’ behaviours will be most frequently national culture, organizational
promoted, accepted and efficient in a certain culture and leadership
cultural environment.

The main objective of GLOBE’s investigations is to develop, on an empirical basis, a

theoretical frame to describe, highlight and predict the impact of certain specific cultural
values over leadership and organizational processes, as well as over their efficiency.

According to this model, for national culture and also for organizational culture are

analysed nine dimensions, while for leadership are identified six dimensions, which group 21
primary variables.

1.

2.

The nine dimensions of the national culture are the following:

Uncertainty avoidance: the degree in which activity is structured, predictable,
systematized and consequent, according to norms and regulations.

Equality based on gender (men vs. women): the degree in which in a society /
organization roles are gender differentiated (in practice, but also in terms of values),
men being attributed a different status from women.

Firmness / aggressiveness: the degree in which a society / organization is engaged in
firm, determined, tough practices.

Collectivism I: institutional collectivism: the degree in which institutional practices
at society or organizational levels are encouraged and rewarded through resource
allocation, collective actions; the degree in which loyalty to group comes first
compared to individual objectives. Higher scores reflect a higher degree of
collectivism.

Collectivism 11: group collectivism: the degree in which individuals express pride,
loyalty, solidarity with regard to their organizations or families; expresses
interdependence between family members, in which children are proud of their
parents’ individual accomplishments and vice versa. Children tend to live with their
parents until they get married.
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6.

Human origin: the degree in which people in the organization or society are
encouraged and rewarded to be correct, altruistic, friendly, generous, tolerant to
mistakes and sensitive to others.

Orientation towards future: the degree in which individuals in an
organization/society are encouraged to have a future-oriented behaviour through
planning, inquiry into the future and long-term problem solving.

Orientation towards performance is the degree in which and organization or a
society encourages and rewards group members in order to improve performance and
excellence.

Power distance: the degree in which members of an organization or of a society
expect and agree that power be unequally distributed at the highest levels in the
organization or the society.

In GLOBE’s perception, leadership is the ability of one person to influence, motive and

allow others to contribute to the efficiency and success of the organization it is part of.
Conceptually, the leadership model conceived by GLOBE has a normative nature, which
reflects expected behaviour, leadership traits and attributes, traceable in different cultures.
Hereby, were identified six leadership dimensions, which group 21 primary variables (table

1.7).
Table 1.7. Dimensions and primary subtypes of leadership
No Leadership No Primary subtypes of leadership
' dimensions ' Type Characteristics
. S Visionary, anticipative, intellectually
1 Charismatic, visionary stimulating, educated, future-oriented
A Enthusiastic, positive, encouraging, moral
2 Inspirational : L .
. booster, trust giver, motivating, dynamic
1 Charisma / value- — — - .
based 3 Willing to sacrifice itself Risk taker, persuasive
4 Incorruptible Honest, sincere, correct, trustworthy
5 Determined Stubborn, categorical, decided, intuitive, logic
6 Performance-oriented Excellence and performance oriented
7 Team-oriented Group orl_ented, cc_J-operatlonaI, loyal,
constructive, mediator
8 Team intearator Clear, discrete, informed, communicative, co-
g ordinator, team builder
2 Team-orientation 9 Diplomatic D'Plom?t,',c’ problem §o|vmg oriented of
»win/win” type, efficient, open
10 Malevolent. envious Irritable, selfish, vindictive, non-co-operational,
' cynical, hostile, dishonest, not trustworthy
1 Good administrator Tldy_, zfldmlnlstratlve abilities, organized, good
administrator
12 Autocratic Autocr_atlc, dictatorial, elitist, dominator,
L despotic
3 Participation — —
T Non-individualistic, egalitarian, delegates
13 Participative L
responsibilities
4 People-orientation 14 People-oriented, sensitive Generous, shows compassion
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No Leadership No Primary subtypes of leadership
' dimensions ' Type Characteristics
15 Modest Modest, withdrawn, shadows himself
Autonomous, individualistic, independent,
5 Autonomy 16 Autonomous . P
unique
17 Self-centred Self-interested, non-participative, solitary, surly
18 Status conscious Status, condition and class conscious
. . Creates competition within group, dissimulated,
6 Auto-protection 19 Conflict generator discrete, normative
20 Face saver (on the surface) Indirect, evasive, avoids negative aspects
21 Bureaucratic Respects rituals, formal, procedural, prudent

Source: Syntax for GLOBE National Culture, Organizational Culture, and Leadership Scales.
http://www.bsos.umd.edu/psyc/hanges/index_files/Syntax_for_GLOBE_Leadership_and_Culture_Scales.pdf

The analysis of national culture, organizational culture, as well as of leadership can be
analysed through two types of questionnaires, called ALPHA and BETA.

1.3. Composing elements of organizational culture

Some elements of the organizational culture are visible outside the organization, as a
reflection of practices used with partners, with community or with governmental institutions,
while others can be observed only through a careful analysis. Due to this fact, organizational
culture can be analysed on two levels: surface level and deep level.

The main elements of
organizational culture are: the value
system, norms, symbols, events, heroes,
slogans and ceremonies.

Values and norms. Values are
the essential elements of the organizational
culture. Due to this fact, culture can also be
defined as a system of key values,
concepts, ways of understanding and norms
set for members of one organization. Due
to its complex character, the value system
influences the overall conception of the
organizational culture.

Values are defined as concepts or

Surface level

(noticeable, visible elements:
dressing style, physical symbols,events,
slogans, heroes, ceremonies).

PN — —

ORGANIZATIONAL Deep level

CULTURE (unnoticeable elements in a
direct manner: values, accepted
behaviours,events, language,

symbols etc.)

Figure 1.3. Levels of organizational
culture
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manners of interpreting what considered good, true or wishful for one organization. Based on
values promoted by managers and more or less assumed by employees, two dimensions can
be identified: one preferred, desirable and one undesirable.

Based on these two dimensions, the following aspects will be judged: evil versus good;
unnatural versus natural; abnormal versus normal,

paradox versus logic; irrational versus rational; ugly
versus beautiful. CUEEL S EUITE
(poor acceptance of values, expected

Values and beliefs have a strong influence on behaviours or an unclear set of
the decisional process at university level (Tierney, behavioural norms)
1988; Bartell, 2003), but also on organizational and
individual behaviours. t

Values allow standard formulation regarding Strong culture
possible action channels and the way they will be | (a1l members of the organization accept
judged. In order to become operational, it is necessary and assume a set of specific values,
that values be converted into clear norms for all desirable behaviours)
employees, practical and applicable in their current
activity.

Norms are guidance rules which describe what should be done in different situations
within the organization. In terms of daily applicability, people tend to be more sensitive to
norms rather than to values. Values are more general principles and it is often necessary to be
interpreted in order to be applied in specific situations. While norms are clear instruments
which guide organizational interaction, values serve in choosing the models of alternative
action.

Organizational culture can be evaluated by analysing the intensity with which
managerial actions are manifested or based on the degree to which these values are assumed
by employees in the organization.

The essential actions which must be taken in the process of value implementation are:
incorporate values in codes of conduct and develop specific training programmes; give special
explicit attention to values in selecting employees; inform all employees about values, explain
procedures and train managers; ensure motivational support so that all employees support
organizational values.

In the process of value implementation, special attention will be given to fields in
which the organization is vulnerable. The effort of implementing values should be permanent
and exerted al all hierarchical levels.

In annex 1 we presented a questionnaire which allows one to analyse the value system
of one university.

Events. Some organizations rely on past events and which have an important
significance in term of values that define organizational culture. These facts, events are
transformed in true myths and told to every new employee. Any Ford employee learn from
the very first day how Ford destroyed the first car they manufactured because one of the doors
did not shut perfectly. Actually, the message sent to the new employee is that ,,nothing goes
out of the factory unless it is perfect”.
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Symbols are objects, graphic or chromatic representations, papers, events etc. with a
certain signification for the organization, by which the organization tries to send a message or
to create an attitude. Symbols can suggest power of the organization, quality, tradition,
organizational climate, etc. Some organizations use pieces of art or a mission to symbolize
important values.

Heroes. Often, organizations chose important personalities whose traits of character
correspond to the strongest attributes of organizational culture, heroes serving as models for
employees. Usually, heroes are real people (founders of the organization or other important
personalities). Other times, heroes are mythical.

Slogans. In order to define organizational culture as simple as possible and in order to
communicate it to employees, customers or business partners, the organization uses phrases
which express, in a concise manner, the key values of the organization. Often, they create a
company anthem that employees sing during ceremonies.

Ceremonies in which take part employees, their family members, as well as their
main business partners or community members are organized during special events in order to
promote ,.key” values of managerial culture. Such ceremonies are organized during certain
periods of time or in order to award prizes to employees (for worthwhile results and for
remarkable ethic behaviour).

1.4. Dimensions of organizational culture

The analysis of values and means / promotional instruments that support them
facilitated identifications of dimensions based on which different models of evaluation and
comparison of organizational culture were elaborated. Among these, a special role in the
evaluation process is given to the models of organizational culture elaborated by Hofstede,
Trompenaars and others.

Investigating values and organizational climate of certain organizations from
Holland and Denmark with means specific to sociological research, Hofstede outlined six
cultural dimensions which significantly differentiated these units:

e process oriented versus result oriented (focus on means or objectives);

o employee oriented versus work oriented (more concerned about people and their
problems or about their jobs);

o parochial approach versus professional approach (employees identify themselves
with the organization or the organization is considered to have a distinctive role in
employees’ personal lives; the organization appreciates employees based on their
competencies and their contribution to the achievement of organizational objectives);

« open system versus closed system (refers to relations and to the organizational attitude
towards new coming employees and towards outside individuals. Based on explicit
policies, in organizations perceived as open systems new comers find a friendly
environment, good working relations and people willing to accept them. In closed
systems, employees do not co-operate, keep secrets and the environment is hostile);

e reduced control versus intense control (the manner in which control is conceived and
exerted within the organization);
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e pragmatic orientation versus normative orientation (targets mainly customer
orientation. In pragmatic organizations, accent is placed on meeting customer
demands, results being considered more important then rigorous compliance of
internal procedures).

According to Hofstede, the six dimensions are descriptive, but not prescriptive, no
position being itself good or bad. What is good or bad depends on each case, of what is good
for the organization and for its strategic orientation. Therefore, Hofstede’s model serves for
comparisons between cultures of different organizations and between subcultures within one
organization.

The model elaborated by Fons Trompenaars (Trompenaars, 1997) also aims to identify
differences between organizational cultures. For this purpose, Trompenaars identified seven
dimensions:

e universalism versus particularism (rules and procedures or interpersonal
relationships);

 individualism versus communitarianism (focus on individual or group);

« specific versus diffuse (profound or superficial interpersonal relationships; we are parts
that act separately or work together);

e neutral versus affective (we keep secrets or we externalize emotions);

o inner-directed versus outer-directed (in what direction is attention focussed);

« achieved status versus ascribed status (from whom you receive duties and how do you
deal with them);

« time as sequence versus time as synchronisation (successive or sequential activities).

Studies of actual displays of values, norms and instruments that promote them in
Romanian organizations allowed us to formulate two more relevant dimensions in order to
identify necessary improvements. These are:

a) orientation towards authoritarian climate versus orientation towards communication,
trust and respect between collaborators;

b) what is asked from employees versus what is offered to employees.

In what the first dimension is concerned, reduction of authoritarian nature in favour of
orientation towards collaboration, trust and respect between collaborators can stimulate
growth of affective participation of human resources in an organization to solve problems,
increase loyalty and satisfaction degree. This can lead to boost in stakeholder satisfaction and
loyalty and, therefore, to improvement of organizational performances.

Analysing the two dimensions, we can identify actions necessary to intensify
promotions of some values and reductions for others. The questionnaire in annex 1 allows
analysis of the two dimensions in one university.

Following an investigation of models used in organizational culture analysis for
universities, we can conclude that the prevailing one is the model of competitive values
developed by Kim S. Cameron and Robert E. Quinn in 1998. This is a general model meant to
promote successful management, improvement of organizational efficiency and value creation
for the organization. The model allows identification of types of culture within an
organization and of strategies which can be applied for future change. Four types of culture
are identified in this model, which correspond to the four quadrants in table 1.8, where the
following axes are considered:

- flexibility and spontaneity vs. stability and control;
- inner-directed orientation and integration vs. outer-directed orientation and
differentiation.
18

v Imbunatatirea Managementului Universitar @ ProiCStteT il

pentru Invatdmantul Superior

Investeste in

OA M E N I Proiect cofinantat din Fondul Social European prin Programul Operational Sectorial Dezvoltarea Resurselor Umane 2007-2013



UNIUNEA EUROPEANA

‘J

Fondul Social European Instrumente Structurale
2007-2013

ALE
AMPOSDRU

I\(I\I:HRLL

EDUCATIEI . .
CERCETARI
TINERETULUI

e, |\,'I\‘PURI| LUl

OIPOSDRU UNITATEA EXECUTIVA
FINANTAREA INVA

SUPERIOR, A C| ARI

DEZVOLTARII $I INOVARII

PENTRU
ANTULUI

Table 1.8. Types of organizational cultures according to the competitive values model

Flexibility and spontaneity

5 A. Group / family / clear / relationship B. Ad-hoc / developing / innovational / open | ~
g _ oriented culture system culture % c
§ g University which is inner-directed, University which is outer-directed, with a high % =
S £ flexible, people oriented and sensitive to Y oo -cted, with a hig =3
2 stakeholders degree of flexibility and individuality ° =
S E 25
£ o| D. Hierarchical / inner-directed / based C. Rational / market oriented / based on 3 E
P s on rules culture objective culture S 5
[ L c
E University which is inner-directed, University which is outer-directed, stability 2 ©
stability and control oriented and control oriented o
Stability and control
Patterns for each of the four types of cultures are presented in table 1.9.
Table 1.9. Patterns of organizational culture types for a university
A. Group / family / clear / relationship B. Ad-hoc / developing / innovational /
oriented culture open system culture
General co-operation, involvement, team-work, creativity, flexibility, innovation
orientation: morality, cohesion
Type of leader: facilitator, mentor, team-builder innovator, entrepreneur, visionary
Management commitment, communication, innovative results, transformation, agility
values: development
Efficacy will be by developing human resources and by orientation towards innovation, vision
reached by: participation and new resources

University is inner-directed, flexible, University which is outer-directed, with a

people oriented and sensitive to high degree of flexibility and individuality

stakeholders.

- University members have common - Involves some temporary, specialized
values and objectives of cohesion, and dynamic. Adhocracy is associated
individuality and a feeling of with temporary constructions that can be
commitment; quickly reconfigured when new

- Universities seem to be extended circumstances arise;
families rather than scientific entities; | - Favours adjustment, flexibility and

- Are less based on norms and creativity when incertitude, ambiguity
procedures, being focused on team and excessive information are typical.
work and on involving employees in - Emphasis is placed on individuality, risk
programmes; universities are people assumption and future anticipation.
oriented.

Table 1.9. Patterns of organizational culture types for a university (continued)
D. Hierarchical / inner-directed / based | C. Rational / market oriented / based on
on rules culture objective culture
General control, centralization, order, regulations | competition, efficiency, planning, objectives
orientation: assumed

Type of leader:

co-ordinator, monitor, organizer

works hard, in a competitive manner, results
oriented

Management efficiency, meet deadlines, coherence and | market shares, objectives reached, efficiency
values: uniformity.
Efficacy will be by control and economies by aggressive competition and customer
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D. Hierarchical / inner-directed / based | C. Rational / market oriented / based on
on rules culture objective culture
reached by: oriented
University which is inner-directed, University which is outer-directed, stability
stability and control oriented and control oriented
- Isencountered in universities which - Tend to be outer-directed and focus on
are formalized, structured, oriented connections with entities external to
towards stability, predictability and universities.
efficiency. - Unlike hierarchy, where internal control
- Isbased on rules, standardized is maintained through rules, this type of
procedures and norms. culture operates first by market led
- Work places are specialized economic mechanisms, being oriented
- Because environment is relatively towards competitivity and competition.
stable, duties are usually integrated - Establishes objectives and high targets
and co-ordinated. for its members (teaching staff, students,
- Is based on clear lines of authority in administration).
what decisions are concerned. - Isresult oriented.
Decisions are centralized.
- Control and mechanisms meant to
make employees more responsible
are considered keys to success.

In order to collect data and evaluate organizational culture using the model of
competing values, Cameron and Quinn (Cameron and Quinn, 2006) created a specific
instrument called OCAI (Organizational Culture Assessment Instrument). This is composed
of one questionnaire with six fields, which will be filled in by employees and each field is
composed of four elements. For each field, 100 points are divided between four alternatives
based on the degree in which every alternative is perceived as present or desired.

The six fields are the following: dominant patterns; organizational leadership;
employee management; organizational binding; strategic orientation; criteria for success. The
model for such a questionnaire is presented in annex 2.
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Annex 1

Questionnaire
about the organizational culture of a university (I)

By checking with (x), please fill the following information about the university and about yourselves
Years in the

Number of Professional status Field of study organization Nature of the filled position o
teaching Below 2 Top manager (rector, vice-
personnel of 1 Highereducation: years | | rector) | |
the university Teaching 2— 5years Middle manager (dean, vice-
- personnel | | L1 Arts | | L dean)
Researcher 1.2. Economics 5 — 10 years
Below 50 . — . e i N .
Teaching, 1.3. Engineering 10 — 20 years First line manager (head of
50-250 | | auxiliary and || Over20years | | department, office manager
administrative etc.)
] personnel | | l4. Law | | L] I
250 - 500 Student (1st Nonmanager
| cycle) | | 1.5. Medicine | | —
500 - 1000 Master student | | 1.6.Socio-human | | Student |
Over 1000 | | 1.7. Science | |
2. High-school
education | | County

1. Select three of the information sources regarding organizational values, sources that you consider to be most
frequently encountered, marking one (X) on each of the columns 1 to 3. In column 1, with (X) mark the
source of information most frequently used; in column 2, mark with (X) the source of information placed
second and so on.

Rank 1 | Rank 2 | Rank 3

University rules

University brochures and various materials for promotional purposes
Meetings, trainings

Website

OB (WIN|F-

3. Please select five of the values below, which you consider less frequently shared and frequently used
within the university, marking only one (X) in each of the columns between Rank 1 and Rank 5. Mark by (X)
in column (Rank 1) the most obvious values, with (X) in column (Rank 2) mark the value placed second
and so on. Evaluate both the current situation, as well as the desired situation for situation in 2-3 years time.

In case you consider that there are other values present within the university, record them in rows 43-45, but so
that you totally mark five values.

Desired situation in
2 to 3 years

3 ‘ Values Current situation
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||| |c|E|E|e|c

1 | Assumed responsibility

2 | Autonomy

3 | Quality

4 | Open communication between students and teaching staff

5 Open communication_ between students and teaching staff, on
one hand, and managing personnel, on the other hand

6 | Consistency, tenacity, perseverance

7 | Correctness, ethic behaviour and integrity

8 | Creativity, inventivity

9 | Openess, transparency

10 | Cultural diversity

11 | Organizational efficacy

12 Correct gvaluation of individual performances and
accomplishments

13 | Strict execution of managers’ orders

14 | Flexibility, adaptability

15 | Continuous innovation and organizational change

16 | Interest towards the local community

17 | Work climate improvement

18 | Loyalty

19 | Honesty, dignity

20 | Order and discipline

21 | Partner and collaborator oriented

22 | Result oriented

23 | Orientation towards excellence and performance improvement

24 | Orientation towards social responsibility of the university

25 Orie_ntation towards employer satisfaction concerning the
quality of the graduates

26 | Orientation towards personnel satisfaction

27 | Orientation towards student satisfaction

28 | Passion

29 | Professionalism

30 | Promptitude

31 | Realism

32 | Respect for other cultures, traditions

33 | Compliance with managerial commitments

34 | Compliance with regulations

35 | Managers respect opinions of others

36 | Security / safety (personal, of the job etc.)

37 | Simplicity

38 | Team spirit
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Current situation Desired situation in

2 to 3 years
g Values A |lN|o |t |(wO|A|N|[0|<]| 0O
X | X | X | X | X|X| X | X |X X
c C c c c c c C c C
[¢] ¢ [¢] [¢] o] o] o] ¢l [¢] ¢l
¥|le|lo|lo|||e |||
39 | Organizational stability

40 | Stimulation of initiative spirit
41 | Talent

42 | Tradition

43
44
45

Thank you !
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Annex 2

UNIUNEA EUROPEANA

Questionnaire
about the organizational culture of a university (I1)

By checking with (X), please fill the following information about the university and about yourselves

. Field of study Years_ In t.he Nature of the filled position
Number of Professional status organization -
teaching Below 2 Top manager (rector, vice-
personnel of 1 Highereducation: years | | rector) | |
the university Teaching 2— 5years Middle manager (dean, vice-
- personnel | | 11 Arts | | ] dean)
Researcher 1.2. Economics 510 years
Below 50 . — . N — - —
Teaching, 1.3. Engineering 10 — 20 years First line manager (head of
50-250 | | auxiliary and || Over20years | | department, office manager
administrative etc.)
. personnel | | 14 Law | | L —
250 - 500 Student (1st Nonmanager
. cycle) | | 1.5. Medicine | | |
500 - 1000 Master student | | 1.6.Socio-human | | Student |
Over 1000 | | 1.7. Science | |
2. High-school
education | | County

Statements below are divided into six sections. Each section includes four statements, marked A, B, C and D.
Please divide 100 points for the four statements of each section based on the degree to which you agree with
them. This allocation system for the 100 points will be done for the existing situation in the university, as well as
for the desired situation in 2 to 3 years.

Existent
Desired

1. Dominant characteristics

A. The university is a very personal environment. It is like an extended family, in which
people seem to share a lot of things.

B. The university is a very dynamic and entrepreneurial environment. People are willing
to assume risks.

C. The university is strongly results oriented. The manner in which people have fulfilled
their responsibilities is a major concern. People are very competitive and oriented
towards accomplishments.

D. The university is a very controlled and structured environment. Generally, formal
procedures are the basis for people actions.

Total 100 | 100
2 | Organisational leadership

A. The leader generally aims to illustrate, guide, facilitate, cultivate.

B. The leader has the role to stimulate entrepreneurial spirit, innovation and risk taking.
C. The leader makes sure that no mistakes are made, being results oriented.

D. The role of the leader is to co-ordinate, organize and ensure efficiency of activities.
Total 100 | 100
3 | Employee management

A. The leadership style within a university is characterized by team work, consensus and
participation
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Existent
Desired

B. The leadership style within a university is characterized by individual risk taking,
innovation, liberty and uniqueness.

C. The leadership style within a university is characterized by competitiveness, a special
effort from the managerial side, high requirements and accomplishments

D. The leadership style within a university is characterized by security in terms of human
resources, conformity, predictability and stability in inter-personal relationships

Total 100 | 100
4 | Organizational binding

A. The bond which keeps university members together is based on loyalty and shared
confidence. There is a high commitment towards the university.

B. The bond which keeps university members together is based on the commitment to
innovation and development.

C. The bond which keeps university members together is the accent on accomplishment
and on reaching objectives.

D. The bond which keeps university members together is given by rules and formal
policies. It is important to maintain a good operational activity.

Total 100 | 100

5 | Strategic orientation (on what is focused)

A. The university is focused on human development. University members trust the
system, are very open and actively involved.

B. The university targets to identify new resources and to create new challenges. It
welcomes attempts to do new things and to identify opportunities.

C. The university is oriented towards competitive actions and accomplishments. One of
the main managerial targets is to set relevant objectives, of major significance for
development.

D. The university is oriented towards persistence and stability. Efficiency, control and
smooth operational activity are considered extremely important.

Total 100 100
6 | Success criteria

A. The university defines success through development of human resources, team work,
employee commitment, as well as by people orientation.

B. The university is considered successful if it has the latest teaching and research
programs. The university is a leader in innovation.

C. The university is considered successful if it is positioned at the top of the hierarchy.
The key to success is to be a leader in each teaching or research field.

D. The university defines its success through efficiency, reduced costs, good management
and strict control of all activities.

Total 100 100

Thank you !

Chapter 2. PERFORMANCE ASSESSMENT:
IMPLICATIONS ON
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Chapter objectives:

- understand the concept of performance assessment for employees in higher education
organizations;

- become aware of the importance of using diversified and suitable criteria for the
objective evaluation of employee performance;

- highlight some relevant methods of evaluation for employee assessment in an
organization;

- understand the impact that the complex process of performance assessment can have
on choosing an academic career and on work motivation for academic personnel;

- identify the main advantages and disadvantages of performance assessment for human
resources in universities;

- identify the complex process of performance assessment of academics in Romania.

2.1. Introduction

The assessment of professional performances for employees within an organization is
an activity from the field of human resources management which is more and more
widespread, becoming a strategic activity in the process of human resources management. In
order to reach economic performances and competitive advantage, private organizations and,
more and more frequently, public institutions become aware of the necessity to implement the
most adequate system to assess the professional performances of employees.

Assessment of professional performance of employees in nowadays organizations is
an all-important activity in the knowledge economy and, moreover, in universities, which
prepare the work force. Still, from all activities included in human resources management,
performance assessment is, certainly, one of the most contested and the least popular
activities for all persons involved in the process. If not performed in an appropriate manner, it
can cause many conflicts in the organization.

For this reason, employee assessment systems must be adapted to the specificity of
activities, to have a high degree of objectivity. It is necessary to make appreciations regarding
requirements and peculiarities of the work place, but also differentiated assessments based on
responsibilities ascribed to each work place.

Some of the main objectives of professional performances evaluation are, most
certainly, the identification of the level of performance for one employee during a period of
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time, improved communication between employees and management, establishment of
training methods in the future, identification of new payment modalities and, most
importantly, promotion within the organization and career management.

Lately, performance assessment has become a key feature of competitive
organizations, which constantly seek competitive advantage and change. This generated the
development of integrated systems in performance management (PMS — performance
management systems), many times focused on competencies. Even in the public sector,
through a movement referred to in the literature as “the new managerialism” or “the new

public management” (Pollitt, 2000), performance management is regarded more and more as
the path to administrative responsibility, standard compliance and offering of surplus value to
services offered.

2.2. Performance assessment, part of performance management and its
significance in the development of human resources in higher education

In order to be able to understand the importance of the performance assessment for
human resources in universities, we must take into account also the fact that this is basic
component of performance management. Regarded as means to obtain much better individual
and organizational results by understanding and managing performance in a unitary and
contextual framework of education, performance management can be defined as a strategic
and integrated approach to ensure long-term success by improving employee performance
that work within and by developing team and individual participants’ capabilities (Armstrong
and Baron, 1998).

According to other specialists in the field, performance management consists of a
systematic approach of human resources management in general and performance assessment
in particular. Objectives, performances, assessments and feedback are considered
motivational instruments in order to understand and use their maximum creative potential in
order to reach organizational objectives (Lefter & Deaconu, 2008).

Performance management is strategic in the sense that it targets more general issues
with which the university is confronted in order to function efficiently in its environment and
with respect to the general direction which it wishes to adopt in order to reach long term
objectives. Performance management must be integrated into the complex process of
organizational management and must correlate with other essential processes, such as the
university strategy, employee development and total quality management. The integrated
nature implies:

- vertical integration — is reached through organizational strategy. Objectives to
support the reaching of organizational purposes are set at team and individual
levels. These become objectives co-ordinated from top down, from organizational
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level to functional level, to team and individual level. The strict alignment of
these objectives and, mostly, common agreement on these objectives are
essential. Objectives must be set through open dialogue between managers and
employees;

- horizontal integration — involves alignment of the performance management
strategy with other human resources strategies, which refer mostly to
organizational development, evaluation, reward, in order to have a coherent
approach of management and personnel development within the organization;

- integration of individual and organizational needs.

A unanimously accepted model of performance management by the international
literature in the field and applicable to universities does not exist for the moment, but many
authors discuss the existence of a performance management cycle. The authors of the model
to be presented (Mabey, Salaman & Story, 2001) identified five elements of this cycle:
establish performance objectives; measure results; obtain feedback following measurement;
compensation directly linked to results; change and integration of objectives and activities.

Set objectives

/'Y i

Measure performance

v

Feedback
Change and adjustment
of objectives and v
activities . Compensation based
- on results

Figure 2.1. The performance management cycle
(according to Mabey, Salaman & Storey, 2001)

The elements of the performance management cycle can be both descriptive and
prescriptive. Some authors use performance management as a ,,framework” to analyse
different aspects of human resources strategic management. Others argue that, by highlighting
essential elements of the performance management process, the cycle is a manner in which
the process should be conducted by organizations that wish to adopt a strategic perspective for
managing human resources. The authors state the level at which such a performance
management system can operate depends on the way in which the organization wishes to
apply the model. The model does not specify the level at which these elements are applied: at
individual level, at team level, in departments / strategic units or at organizational level,
leaving the freedom of choice to the manager. Still, the authors’ experience underlines the fact
that the performance management cycle is mostly applied at individual level.

As presented by the authors of this model, employee performance measuring is an
essential process of performance management in an organization. The requirement to evaluate
employees in an organization is dictated by the accelerated pace of technological
development, by new technologies in most fields of activity, by strong competition due to
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internationalization of activities in many companies. This is why in many fields of activity,
including universities, differentiation and competitive advantage are finally determined by
employees’ performance.

In a scientific paper, Pitariu (2006) mentions that in Romania are used different
systems of personnel appraisal. This is due to the fact that organizations are aware of the
beneficial effect of this activity on employee productivity, admitting its necessity in
increasing the level of competitiveness in organizations. The specialist mentions that, in
practice, we are confronted with standardized valuation charts, imposed by law, with
performance criteria established annually by a superior decision factor.

For example, in public institutions, the weighting coefficients (the degrees of
importance, that is) are set in an arbitrary manner and the general coefficient is not set on a
scientific basis. Objectivity is another issue with which organizations are confronted in the
evaluation process. Very often, evaluators do not understand what performance standard are
about and indulge themselves in superficial evaluations.

The main objectives that a university must have in the complex process of employee
performance assessment must:

- help improve employee performance and determine change in attitude and

behaviour according to those promoted by the organization;

- offer to employees all necessary information for their professional development,

making them more self-confident;

- identify the needs for professional development of teaching staff and evaluate

results of former programmes;

- make employees become aware of the connection between their performance and

the university performance;

- promote key attitudes and behaviours for each position;

- evaluate individual objectives and team objectives (chair, faculty);

- become a support for efficient communication;

- enhance work motivation of employees;

- be the starting point for development of professional careers for teaching staff.

The Romanian law (Government of Romania, 2000, Resolution no. 238) regulates the
methodological requirements for evaluation of individual professional performances of
teaching staff. This process is conducted by the rector, based on nominations from chiefs of
chairs / departments and approved by deans / college directors, according to the assessment
criteria.

The assessment criteria and performance indicators for teaching staff are the
following:

1. Elaboration of teaching materials

- Introduction of new teaching courses on new teaching directions, not presented in

the past;

- Specific academic courses, with a high degree of originality;

- Study supports for tutorials (anthologies, companions, corpuses), laboratories,

projects;
2. Scientific research

- Books, monographies, treaties published in recognized publishing houses;

- Studies published in specialty journals, with referents and editorial collective;

- Conferences / synthesis papers presented at recognized scientific displays;
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- Papers published in volumes of national and/or international conferences, with
referents and programme committee;
- Homologated patent acts, products applied;
- Scientific prizes, awarded through papers;
- Grants won in competition;
- Contracts of scientific research;
- Scientific research reports.
3. National and international recognition
- Guest professor for teaching activities at prestigious universities;
- Member of academies of science and arts;
- Member of international scientific communities;
- Member of PhD commissions;
- Member of the editing staff of some well-known journals;
- Member of international programme committees;
- Member of teams of expertise/evaluation of the educational process;
- Member of national specialty boards;
- Organizer of international and/or national scientific events;
- Scientific referent / national and international expert.
4. Activities with students
- Teaching staff assessment by students (communication, appraisal of
course/tutorial/project, appraisal of working method, clarity of exposure and so on)
based on a methodology established by the university senate;
- Management of student scientific groups;
- Number of students matriculated at courses and tutorials included in the basic
position.
5. Activity in academic community
- Number of graduation papers, license papers, dissertations, doctoral studies
conducted,
- Participation in scientific communications, symposiums, round tables organized in
the higher education institution.

All assessment criteria of the above-mentioned criteria are applied differently, based
on teaching positions in higher education. These minimal criteria in the effectual Romanian
law system can be appended by university senates with other assessment criteria and
performance indicators to support the institutional development policy and to enforce
organizational competitiveness.

Each performance indicator is evaluated on a scale from 0 to 5. The basic salary for
each teacher will be set according to the result obtained by adding up the points for
performance indicators, weighted with the evaluation criteria established at organizational
level for each position and taking into account legal limits and organizational incomes.

The assessment of teaching staff is meant to identify the training needs for a field, to
improve teaching activities, to highlight personal qualities for each employee, to create a
climate of mutual trust between university management and teaching staff, to facilitate self-
knowledge, to become aware of personal and professional qualities and competencies and,
finally, to reward the employee according to the level of performance.
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2.3. Implications of the performance assessment process on recruitment and
selection of human resources in universities

As mentioned before, performance assessment of human resources in universities
allows adequate deployment of some activities in the field of human resources, among which
recruitment and selection. Data and information regarding performance assessment allow
elaboration of some rational managerial decisions regarding recruitment and selection. So, the
random deployment or on subjective bases of such activities is avoided. Following the process
of performance assessment for teaching staff in universities, the results obtained validate the
programmes of recruitment and selection. They offer many pieces of information for abilities
inventories; they also create the necessary basis for an integrated system and a permanent
diagnosis on human resources (Manolescu, Lefter & Deaconu, 2007).

An objective process of performance assessment for university teaching staff can act
as a lever to attract young graduates with teaching skills and genuine inclinations towards the
scientifical field. Also, from university perspective, indicators obtained based on performance
assessment highlight the quality of the hired work force and they are eloguent indexes that
suggest the need for human resources in different departments and faculties.

2.4. Methods of assessing university staff performances and their impact on
motivation

2.4.1. Employee evaluation according to requirements and peculiarities of workplaces
Possibly more than in any other field, in the education system the employee
assessment must take into account the requirements and peculiarities specific to each work
place in order to be as realistic as possible. Only afterwards must be analysed the degree in
which the employee profile fits the job activity. An annual assessment multicriterial
application for the job of university professor (at ,,Lucian Blaga” University of Sibiu) brings
forth several criteria of job assessment:
1. Compulsory professional training:
- Basic training;
- Specialty training.
- Further training (according to Law no. 128/1997)
2. Experience in performing specific operations on the job:
- Work experience;
- Specialty experience.
3. Degree of difficulty for specific operations on the job:
- Job complexity;
Degree of autonomy in action;
Intellectual effort required;
Remarkable aptitudes;
Special technologies.
4. Responsibility involved by the job:
- Management, co-ordination of project teams structures;
- Responsibilities on preparing decision making, preserve confidentiality.
5. Relationship environment:
- Degree of involvement required for internal/external structures;
- Degree of involvement required for students and citizens.
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The activity of establishing requirements and peculiarities of work places and for the
entire process of professional performance assessments for university staff can be performed

by:

- managers at different hierarchical levels in the higher education organization;
- direct subordinates of the employee;

- colleagues on similar positions;

- external evaluators (C.N.C.S.1.S., A R.A.C.L.S., M.E.C.I. and so on);

- mixed assessment committees;

- human resources analysts;

- the person him/herself by self-assessment.

2.4.2. The Feedback 360° method

The Feedback 360° method of performance assessment is one of the most modern and
relevant methods. It could be successfully implemented in universities in order to improve
employee performance and to motivate them in order to reach desired or expected
professional success. Feedback 360° is a relatively new and modern concept, which is used by
many multinational organizations that obtained significant results.

The 360° assessment method provides an overall picture of the employee in terms of
professional performances and on employee ability to relate to others and communicate in an
efficient manner.

The 360° assessment method can be successfully implemented in open organizations,
with a modern and flexible managerial system, in which communication and informational
flows are well organized. This is due to the fact that this type of companies allows direct
examination not only for the individual, analysed separately, but also for interactions between
employees, between positions on the same hierarchical level or on different levels. Moreover,
this method also allows identification of the manner in which organizational employees
interact with outside persons, such as students and externs.

The Feedback 360° concept. The 360° evaluation, mentioned in the literature also as
Feedback 360° or multi-rater feedback, is a relatively new concept, which begins to be more
and more implemented due to its high degree of objectivity in employee performance
assessment within an organization. This performance assessment system implies receiving
various assessments from a large number of assessors, both from the company and from
external persons, who are involved in the activity of the organization or who have direct
interests in connection with the organization.

Feedback in the 360° evaluation is provided by a system of assessors composed of
subordinates, persons on similar positions with the assessed employee or on the same
hierarchical level, from line managers and supervisors, but also from potential customers. The
360° evaluation offers a global picture of the employee regarding professional performances,
but also of the employee ability to relate to others, to communicate efficiently.

The 360° feedback was defined by Ward (1997) as ,,a systematic collection of
performance connected data on an individual or a group of individuals, derived from the
feedback obtained from some stakeholders of the organization”. The data obtained is usually
included in forms which contain a large number of assessment criteria. Still, the 360°
evaluation can also rely on assessment interviews.

34
v Imbunatatirea Managementului Universitar @ Fricesscmane diee

pentru Invatdmantul Superior

Investeste in

OA M E N I Proiect cofinantat din Fondul Social European prin Programul Operational Sectorial Dezvoltarea Resurselor Umane 2007-2013



I\(I\I:IIRLL

EDUCATIEI . .
CERCETARI
TINERETULUI

— |<nmkn LUl

Fondul Social European S e OIPOSDRU
POSDRU 2007-2013 2007-2013

UNITATEA EXECUTIVA PE

NTRU
TULUI

The feedback can be initiated by the members of the project team, by the members of
the department or together with a team leader. In the first phase, it can also be shaped as a
180° evaluation when feedback is offered by subordinates to the direct manager.

The result of the assessment can be presented in a direct manner to the assessed
persons, to their managers or to both at the same time. Once the assessment results are final, a
member of the human resources department or even an external consultant can counsel human
resources in the organization.

Situations in which the Feedback 360° method can be used. The 360° evaluation
can be successfully implemented in open organizations, with a modern and flexible
managerial system, in which communication and informational flows are well-organized. This
is due to the fact that such organizations allow direct observation not only for the individual,
analysed separately, but also of the interaction between employees, between positions in the
same hierarchical level or on different levels. Furthermore, this method also allows
identifying the manner in which organizational employees interact with outside persons, such
as students, graduate students or PhD students in a university. Information gathered from
these categories is interrelated with internal results and, therefore, pertinent and objective
conclusions about the professional performances of teaching staff can be drawn. For this
method, vision is much wider than standardized forms of performance assessment. On the
other hand, the 360° evaluation can be successful only if trust and high ethical standards are
present in the organization and especially between human resources. This is the main reason
why organizational openness is essential in order to apply such an assessment system.

In order to apply 360 ° feedbacks in Romanian universities, we must also take into
account the degree of openness of such systems and to what degree it can be successfully
implemented. This is especially due to the fact that other less open organizations from abroad
had to forgo use of this assessment method due to the impossibility of obtaining specific and
relevant information.

The 360° evaluation is not an assessment method which corresponds to any type of
objective in performance management, targeting especially identification of training and
development needs for employees in an organization. It is not an instrument that successfully
leads to establishment of performance-based reward systems or to promotions, but an
instrument of organizational development. The main advantage of this method is that it
identifies the training and development needs of employees in the organization. This is why
specialists in the field recommend also using other methods of performance assessment in
order to establish equitable reward systems and to create plans of organizational career.

In order to obtain relevant information through the 360° feedback, there is a series of
factors which organizations must take into account (Hunt, 2005):

- to ensure direct involvement of personnel in order to create the assessment

system;

- to propose a relatively facile system to be learned and applied,;

- to offer to all employees the opportunity of learning assessment methods;

- to implement a system of direct communication with the employees involved in

the assessment;

- to perform an initial testing of the assessment and offer feedback based on it;

- to ensure information confidentiality;

- to carefully monitor the deployment of the assessment process.
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Elaboration and implementation of the 360° Feedback. In order to elaborate and
implement the 360° evaluation, we must follow a certain methodology and several steps:

a) Define objectives of performance assessment — it is important to mention from the
beginning the purpose of this method. Also, it is necessary that assessors highlight
from the beginning the fact that is it a method that targets identification of
development need for employees and not necessarily promotion of certain persons
or financial benefits.

b) Identification of assessed persons and those who will receive the assessment
results.

c) Choice of working or behavioural areas which are targeted in the evaluation — this
information can be directly connected with a competencies model or can be a list
that includes the main development areas which are targeted.

d) Determine participants in the assessment process — the direct manager of the
assessed person, members of its team, work colleagues from other departments,
external persons, based on the position. Also, at this stage it is necessary to be
decided if employees from the human resources department of even a series of
external consultants will help managers in order to receive and used the out
coming feedback.

e) Choices of some methods of data gathering — the most used ones are the
questionnaires. These can be internally created by specialists in the human
resources department or external experienced consultants can be co-opted to order
to create such performance assessment forms. Lately, a series of software offer
users the possibility to create on-line assessment forms, very easy to use and
which can also synthesize the information from assessors.

f) Planning and implementation of the programme in its initial form — it is
recommended that the programme be piloted by the university top management or
by a department. The pilot scheme must offer specific information to persons
involved about the purpose of the 360° evaluation, how it will function and the
role that each participant will have in the process. The purpose is to highlight the
benefits offered through feedback.

g) Analysis of initial reactions of participants in the assessment process and
performing some changes of the pilot scheme, should there be the case.

h) Planning and implementation of the programme in the final form — this must
include objectives, the communication system, training and support offered by the
human resources team and, when possible, the eventuality of consulting an
external specialist.

1) Monitoring and evaluation of the programme — the 360° evaluation is a process
which can cause anxiety and stress to employees and, therefore, it should be
continuously monitored in order to provide positive results and to offer relevant
information.

In order to ensure continuity of the assessment process and in order to be useful to
assessors and to the assessed persons, there are assessment forms which contain: the main
activities, attributions and tasks performed, individual and organizational objectives, self-
evaluation, peculiar stages of the assessment, as well as face-to-face discussions between
assessors and assessed persons.

Assessment reports include both specific appraisals, based on some indicators or
criteria, and descriptive elements in order to outline as clearly as possible performance and
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potential of the assessed person. Also, they are meant to give an overall image of the assessed
individual, necessary in order to create a hierarchy of employees’ value by assessors.

Regardless of the way they are called or grouped, indicators quantify and synthesize
professional competency, aptitudes valued by the company or personality traits of assessed
employees. Based on these, the potential of one employee at a certain time is evaluated. The
potential is the result of the manner in which these qualities and valued in the professional
activity and put into practice in order to fulfil tasks or reach objectives.

Performance reached, professional competency, personality traits or overall potential
are assessed based on identical scales or, where appropriate, different, but interrelated.

The assessment or the general conclusion derives from the analysis of all assessed
characteristics for each employee, compared to those of all other employees with the same
seniority or who fill a similar position, therefore generating a global vision on performance
and on the potential of the assessed employee.

The advantages of using the 360° Feedback method and its impact on the
motivation of teaching staff. This assessment method presents a series of particular
advantages, therefore a large number of organizations worldwide try to implement such an
assessment system. First, it offers persons involved in the assessment process a wider vision
of the manner in which they are perceived within the organization. Another advantage is that
it specifically identifies abilities and competencies of the employees and their deficiencies. On
the other hand, it helps top management become aware of its own training and development
needs, but also of performances currently obtained. The 360° Feedback encourages open
feedback, identification of professional development needs and identification of turning points
in the evolution of a position. This method can lead to identification of individual
development needs, in departments or even at organizational level. Also, it outlines the main
strengths of the organization and the competitive advantages not identified previously. One of
the biggest advantages refers to the introduction of an improvement system for professional
development, based on trust and on the organizational culture.

Through the 360° Feedback evaluation, the management of human resources should
encourage creation of some performance management processes which offers means to reach
agreement regarding expectations and positive feedback for teaching staff accomplishments.

A special role played by the human resources function in universities in terms of
employee motivation is that it manages to elaborate performance-based reward systems,
which offer possibilities both for financial, as well as non-financial rewards in order to gratify
accomplishments. The financial reward systems are not necessarily adequate in any situation
and must consider the lessons drawn from the expectancy theory when creating and
administering these systems.

University management must accept the necessity of a type of work that offers
teaching staff the means to reach objectives, with a reasonable degree of autonomy and
possibilities to fructify its own aptitudes and competencies. Human resources specialists give
suggestions on processes of job description, which take into account influential factors for
work motivation and which allow job enrichment in terms of variety, responsibilities in terms
of decision making and as much control power in work deployment as possible.

More or less, any person wishes to have a career, to develop from a personal point of
view through its work. The human resources function facilitates learning through personal
development planning processes, as well as by more formal professional training. It also has
an important role in creating a culture to support valorisation processes and rewards.
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Work motivation is also amplified by a management style which sets direction,
encourages and stimulates desire for achievement, it supports employees in their effort to
reach objectives and improve their overall performance. Human resources specialists create
competencies norms which focus on management abilities and expected behaviours from
managers and team leaders.

2.5. Advantages and disadvantages of performance assessment for human
resources in universities

The employee performance assessment in an organization can easily lead both to true
work motivation and to profound demodulation. In a short period of time, it can transform a
highly motivated employee into one who lacks confidence and strength for daily duties. Such
a situation, sometimes encountered in universities, can be due either to indulgence or to
exigency in the assessment process. These errors appear when certain assessors tend to assess
all teaching staff either at a high level or at a low level. Therefore, it can appear a tendency to
increase subjectivity by awarding unduly highly favourable or unfavourable grades. Such a
situation can be avoided by using multiple criteria in the assessment and several assessors,
fact which is regulated for the university system in Romania (Government of Romania, 2000,
Decision no.238) and appended by specific regulations of universities (e.g., Regulation
concerning the periodical assessment of teaching personnel, Bucharest Academy of Economic
Studies).

Performance assessment of teaching staff is also a means for teachers to communicate
better and in a more direct manner with top managers, to be able to make them become aware
of their needs. In the process of assessment, direct managers (heads of chairs, deans, vice-
rectors, rectors) can identify the training and professional development needs that teaching
staff should benefit from in order to be able to teach and research at certain professional
levels, in particular because each individual can be motivated by different stimuli. The
identification of such levers of professional motivation in education is essential for the
educational process.

Through the process of performance assessment for teaching staff we must not only
create an image of past performances, but also an estimation of the future, by analysing
objectives, ambitions and plans for each employee. The assessment is not only a linear
process of performance exploration, meant to identify strengths and weaknesses, but also a
process of planning objective for the next year (the next assessment period) for each teacher.
Even if it can be considered rather vague, the discussion between the assessor and the
employee is meaningful for the professional path of employees in higher education.

2.6. Conclusions

The process of assessing professional performances for higher education teaching staff
has multiple implications on their work motivation. Therefore, we can conclude that, as long
as it is objective and it determines the employee to be willing to develop professionally, to
improve its abilities as a teacher and a mentor, the assessment is a necessary process and with
multiple positive effects in higher education institutions. In this chapter we mostly presented
the formal assessment methods for teaching staff performances. Still, we must not forget that
there is also an informal, permanent performance assessment, the daily communication
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between superior and subordinate offering a number of occasions to assess professional
performance.
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Case study regarding the periodical assessment of teaching staff
performances at the Bucharest Academy of Economic Studies

The Bucharest Academy of Economic Studies (A.S.E. Bucharest) is one of the oldest and most
prestigious higher education institutions in the fields of economics and public administration from Romania. In
the past few years, it has been involved in a continuous process of curricula and infrastructure modernization in
its ambitiousness to meet the requirements of the European educational process. From this perspective, the
periodical assessment of teaching staff at the Bucharest Academy of Economic Studies is part of the complex
process of alignment to the European quality standards for higher education.

The present case study aims to expose some general lines regarding the operational procedure of
periodical assessment of the quality of teaching staff. This is a requirement of the Quality Management System
(QMS) according to the SR EN 1SO 9001:2001 standard, but also as a procedure required by the provisions of
article no. 7, letter d) — Quality assurance for teaching staff — included in the decree of the Ministry of Education
and Research no. 3928 of 21 April 2005, regarding quality assurance for educational services in higher education
institutions and the provisions of article 10, letter ¢) — Quality management — of Emergency ordinance no.
75/12.07.2005 on quality assurance in education.

This procedure establishes principles, methods, criteria and stages based on which will be performed
periodical assessments of teaching, research, national and international visibility activities of professional
prestige and integration in the academic environment of teaching staff from A.S.E. Bucharest. Its purpose is the
assessment of professional knowledge, teaching capabilities to transmit knowledge to students, the potential of
scientific research and professional deontology of each teacher (Operational procedure of the Quality
Management System, Periodical evaluation of teaching staff quality, Code PO — 15 — ASE, Edition 1/2006).

The periodical assessment of teaching staff performances is a 360° Feedback evaluation type and it is
conducted by the Senate Board, based on several assessment general criteria:

Criterion no. 1 — Teaching activity

The quality evaluation of the teaching activity is synthesized by the head of the chair (faculty dean /
Rector for heads of chairs) in an Evaluation Form (Annex I). The Evaluation Form includes information and
appraisals from the following sources:

1. self-assessment of the teaching activity performed by the candidate;
2. peer review;
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3. students review;
4. list of books and other teaching activities performed by the candidate;
5. evaluation from the head of the chair.

The candidate self-evaluation contains its own appraisals regarding the fulfilment of assessment criteria
and referrals to each assessment criterion. The self-evaluation reports will be forwarded to the head of the chair
in order to be included and corroborated with the other 4 components of the first criterion.

Peer review can be performed through meetings of the chair or through questionnaires of peer appraisal.
Among the information collected during peer appraisal, special attention will be given to professional
deontology for each teaching involved in the teaching process, as well as to personal qualities as a member of the
chair. For teaching staff which fills a management position, the subordinated peers will review his/her
managerial behaviour, the level of risk and the decision risk assumed, the ability to communicate to the members
important information and decisions made at faculty or at A.S.E. level, implication and devotion to the
Chair/Department/Faculty/University.

Peer appraisals will be synthesized in a minutes of the chair meeting from which the teacher is part of or
the questionnaires filled-in by each teacher (member of the chair from which the assessed teacher is part of) will
be presented to the head of the chair in order to be included and corroborated with the other 4 components of the
first criterion.

Students review is an important component for formulating an opinion on the professional and moral
performance of each teacher. Assessment is performed through questionnaires (Annex Il). Questionnaires for
assessing teaching activities and professional deontology will be distributed and collected by individuals
assigned by faculty management during the last week of the module or upon request from the teacher to be
assessed.

The processing and analysis of data collected through questionnaires filled by students will be
performed for each teacher by a team assigned by faculty management. The conclusions of the analysis will be
forwarded to the head of the chair within 1 week after being filled by students in order to be included and
corroborated with the other 4 components of the first criterion.

The assessment from the head of the Chair/Department will target: the list of books and other teaching
activities performed by the candidate, the degree of fulfilment of performance standards compared to the job
description of academic position and management position filled by each member of the team, as well as by
relating to the requirements of optimal health of the Chair / Department. Within the assessment will be targeted:

- the means of communication and ideas support;

- initiative and creativity (suggestion of new solutions);

- team work;

- promptitude in fulfilling assigned tasks;

- degree of involvement in executing professional and administrative tasks within the community;

- behaviour in case of exterior and interior pressures;

- personal activities to promote the image of the Chair/Department/Faculty.

The conclusion for Criterion no. 1 is expressed in ratings: Very well, Well, Satisfactory, Unsatisfactory.
The “very well” or “well” ratings are equivalent to meeting the criterion.

Criterion no. 2 — Research activity

The research activity is evaluated by the Assessment Commission based on the number of
contracts/grants of research-development-innovation from the country/abroad, obtained by competition or in
partnership with the business community, as a member of the research team or as project director, referring
strictly to the accomplishments of the past five years or from the latest evaluation. The Bureau of Academic
Evaluation (B.A.E.) forwards the files to the Department of Economic Research (D.E.R.) (Annex Il1) in order to
confirm research activities of assessed teaching staff, activities unrolled through A.S.E. (Annex 1V) and returns
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the files of the evaluated teaching staff to the Bureau of Academic Evaluation. The rating fulfilled or unfulfilled
is attributed for this criterion.
Criterion no. 3 — Scientific contribution

The Assessment Commission evaluates the contributions to knowledge development in the field, with
special reference to accomplishments in the past five years or compared to the latest assessment by:

- articles/studies published in renowned specialty international journals (ISI journals or indexed in
international data bases specific to the field, which perform a process of review selection based on performance
criteria) and in national journals approved by CNCSIS.

- books (author, co-author, editor) and chapters in specialty books published by renowned publishing

houses;
- studies published in volumes of renowned international conferences (with ISSN or ISBN).
The rating fulfilled or unfulfilled is attributed also for this criterion.

Criterion no. 4 — Professional prestige

It is evaluated by the Assessment Commission, based on a file with significant scientific contributions,
which contains the main scientific papers. The Assessment Commission will study and analyze the contents of
the file and will award one of the ratings: very well, well, satisfactory or unsatisfactory, based on the value of the
papers presented. The “very well” or “well” ratings are equivalent to meeting the criterion.

For each assessment criterion, the degree of request fulfilment is expressed by the resolution “Criterion
met” if the minimal standard is attained or “Criterion not met” is one or more requirements are not fulfilled. The
“Criterion not met” resolution will be supported through a clear indication of the requirements which are not
met.

The Assessment Commissions will corroborate results obtained by adding the four criteria in an
Assessment Report and will award one of the “very well”, “well”, “satisfactory” or “unsatisfactory” ratings. The
evaluation is considered positive if all criteria are met. Minimal standards of these criteria for each teaching
position are approved by the A.S.E. Senate.

The Chair management plans the periodical assessment of all subordinated teaching staff along five
years, approximately 20% of the Chair members per year.

The quality assessment of activities performed by the teaching staff of A.S.E. can be performed before
the deadline set at Chair level in one of the following cases:

- inorder to take part in a contest for filling in a teaching position;

- inorder to award some prizes or annual distinctions of A.S.E.;

- inorder to obtain gradations or salary stimulus;

- inorder to become PhD advisors (for university professors);

- inorder to become emeritus professor;

- for those persons who wish or who are requested, as an exception, to be evaluated.

The nomination of commission at faculty level is made through a decision of the faculty Dean / Head of
Department. The nomination of the assessment commission at the A.S.E. level is made through a decision of the
A.S.E. rector. In view of the periodical assessment, the teaching staff will put in for a file according to Annex V.
The files are forwarded by the dean’s office to the assessment commission of the faculty. After the assessment,
the commission prepares an Assessment Report, which is finalized by awarding a rating (Annex VI). The
assessment results will be analysed and validated by Faculty Councils. Deans’ offices will inform the assessed
teachers about the results of the assessment performed by the Assessment Commission. The files completed with
the Assessment Report are sent to the Bureau of Academic Evaluation within five days from validation of results
at Faculty Councils level in order to centralize assessment results, to fill out the data base and to be archived.
The Bureau of Academic Evaluation will send to Senate Board the results of the teaching staff assessment at
faculty level in order to validate results. After results being validated by the Senate Board, the Bureau of

42
v Imbunatatirea Managementului Universitar % ProiCStteT il

pentru Invatdmantul Superior

Investeste in

OA M E N I Proiect cofinantat din Fondul Social European prin Programul Operational Sectorial Dezvoltarea Resurselor Umane 2007-2013



UNIUNEA EUROPEANA-

I.\u.\‘lsn,xu
. EDUCATIEI . .
7‘ e ‘ CERCETARIL 67
TINERETULUI
— ¢ e, st SPORTULUI

ANIEI Fondul Social European Instrumente Structurale OIPOSDRU UNITATEA EXECUTIVA PENTRU
UNCII, FAMILIEI POSDRU 2007-2013 2007-2013 FINANTAREA INVATAMANTULUI
El SOCIALE SUPERIOR, A CERCETARII

$! PROTEC
AMPOSDRU DEZVOLTARII $I INOVARII

Academic Evaluation will make the assessment results public by sending to all deans’ offices notifications
containing the results of the teaching staff assessments (Annex VII). As an example, in Annex VI, we present
the minimal assessment criteria for the teaching function of university Lecturer. The Bureau of Academic
Evaluation issues the Assessment Certificates (Annex V111 ,.g) which will be handed out to the assessed teachers.

As any assessment process, the periodical assessment of teaching staff of the Bucharest Academy of
Economic Studies, even if very complex, has a certain degree of subjectivity. Therefore, in order not to generate
conflicts in the organization, caveats can be recorded within 10 days after results are communicated. The caveats
will be analysed by a special commission appointed by the Senate of A.S.E. and whose results will be

communicated within 60 days after being recorded.

ASSESSMENT FORM

Synthesis report regarding the periodical assessment of teaching staff quality

according to Criterion no. 1 — Teaching activity

ME/MIS. oo,

I.  Self-evaluation on teaching activity:

rating given: very well............. well......cooee sufficient............... insufficient .................
Il. Peer review:

rating given: very well............. well......cooeee. sufficient............... insufficient .................
I11. Student evaluation: number of students questioned:............. ; average number of points obtained

(o] FRUN maximum possible.
rating given: very well............. well.....ocoovie, sufficient............... insufficient .................

V. Assessment from the head of the chair/department:
rating given: very well............. well.....o.ooeie. sufficient............... insufficient ................

Rating given based on Criterion no. 1 — Teaching activity:

Annex |

very well............. well......coeene. sufficient............... insufficient ..................

Head of Chair/Department
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Annex Il

QUESTIONNAIRE FOR TEACHING STAFF ASSESSMENT BY STUDENTS

The purpose of the course/tutorials assessment and the manner of teaching is to provide information for the
teacher in order to improve teaching activities, as well as for the faculty management in making decisions
regarding teachers and courses. The results of this assessment will be offered to the teacher only after final

grades are recorded.

Mark the number corresponding to the answer selected

1. Overall, I find this course / tutorial:
Excellent Good Acceptable Poor Extremely poor
5 4 3 2 1
2. The structure of this course / tutorial is:
Excellent Good Acceptable Poor Extremely poor
5 4 3 2 1
3. Books/audio-visual materials/ course/tutorial support were:
Excellent Good Acceptable Poor Extremely poor
5 4 3 2 1
4. Compared to other courses/tutorials, my degree of involvement was:
Very high Above average Average Below average Very low
5 4 3 2 1
5. The utility of this course/tutorial for my future professional activity/career:
Very useful Useful Adequate Barely useful Useless
5 4 3 2 1
6. | appraise the teaching aptitudes of the teacher as being:
Excellent Good Acceptable Poor Extremely poor
5 4 3 2 1
7. The knowledge of the teacher for this course seem to be:
Excellent Good Acceptable Poor Extremely poor
5 4 3 2 1
8. The teacher was well prepared for this course/tutorial:
Always Many times Sometimes Rarely Never
5 4 3 2 1
9. The ability of the teacher to stimulate the interest for this course/tutorial was:
Excellent Good Acceptable Poor Extremely poor
5 4 3 2 1
10. The relationship of the teacher with the students seems to be:
Excellent Good Acceptable Poor Extremely poor
5 4 3 2 1
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If you wish to develop any of the answers or to make certain comments, please use the spaces below.

Comments on the course:

Comments on the teacher:

Other comments:

Annex Il

To
Department of Economic Research
MIIMIS Prof. ..o, , Ph.D. - Director

We hereby send you the assessment files in order to be checked and to verify the research activity in
ASE for the following teachers:

No. Last name and first name Academic position Faculty Chair

Head of the Bureau of Academic Evaluation,

Annex 1V
Last name and first name:
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File:
CONTRACTS REGISTERED BY D.E.R.
For the period ........ccoovvvvieiicinec,
D.E.R. DIRECTOR
Annex Vlllg
Record no.:
ASSESSMENT CERTIFICATE
The activity of Mr./Mrs.
was assessed in the month of 2009, according to the institutional criterion associated

to the teaching position of assistant lecturer. Based on the assessment, it was observed that the minimal criterion
below was fulfilled:

Criterion: Teaching activity (includes self-assessment, the assessment from the head of
chair, peer review, student review): Very well/Well

Following institutional — assessment,  Mr./Mrs. received the rating

The criterion was approved by the Senate of the Bucharest Academy of Economic Studies in its meeting on 1
February 2006.

President of the assessment commission,

Rector,
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Annex V

ASSESSMENT FILE

Semester , academic year

The candidates will deposit at the Bureau of Academic Assessment (room no. ....) a file on which must be
written the following:

On the external cover of the file must be written:

THE BUCHAREST ACADEMY OF ECONOMIC STUDIES,

Faculty/Department ...(current legal denomination)...,

Chair..., Position ........ ,

Courses...,

Field ...( current legal denomination)...,

ASSESSMENT FILE,
Candidate...(LAST NAME and first name — scientific title, if applicable)...
Assessment purpose:

I. A. The list of documents that must be presented, in order, upon registration, in the ASSESSMENT
FILE of the candidate:

1.  Docket;

2. Self-assessment, 3 to 5 pages long, from the candidate, in which must be presented:

(1) Personal appraisals regarding fulfilment of assessment criteria, concerning each assessment
criterion;

(2) Self-assessment of significant scientific contributions (according to the 4" assessment criterion —
Professional Prestige, only for lecturers, assistant professors and professors);

(3) Assumed responsibility, hand written, in which declares that the data included in the file refers to
his/her own activities; otherwise, the candidate will bear the consequences of false declarations according to the
law.

3. List of papers of the candidate, checked by the head of the chair, structured according to preliminary
conditions requirements and to assessment criteria, in the following order:

(a) PhD dissertation(s);

(b) books and book chapters;

(c) articles/studies published in internationally renowned journals or in national journals approved by

CNCSIS;

(d) articles/studies published in volumes of renowned international conferences (with ISSN or ISBN).

(e) patent acts for inventions;

(F) research-development-innovation projects based on contracts/grants;

(9) other papers and scientific contributions.

4.  Curriculum Vitae of the candidate;
5.  file with significant scientific contributions, which contains the main scientific papers (for lecturers,
assistant professors, professors).
Self-assessment, Assumed responsibility, List of papers and Curriculum Vitae will be signed by the candidate.

I. B. Documents to be added, in this order, to the ASSESSMENT FILE during its deployment:

1. Assessment form (for Criterion no. 1), from the management of the chair/department regarding the
quality of teaching activities in higher education compared to the requirements of the assessment
criteria, in original. In the Assessment Form are resumed information and appraisals from the following
sources: (a) self-assessment of teaching activities performed by the candidate; (b) peer review; (c)
student review; (d) assessment from the head of the chair; (e) list of books (for lecturers/assistant
professors/professors).

Assessment report of the assessment commission;
3. Assessment certificate.

>

Annex VI

ASSESSMENT REPORT
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Periodical assessment form for the quality of the teaching staff
MIE/MIS i,

1. Rating given according to Criterion no. 1 — teaching activity:
very well............. well......cooeene. sufficient............... insufficient ..................

2. Criterion no. 2 — Research activity: Fulfilled/Not fulfilled
3. Criterion no. 3 — Scientific contribution: Fulfilled/Not fulfilled

4. Rating given according to Criterion no. 4 — Professional prestige
very well............. well................. sufficient............... insufficient .................

The rating obtained based on the 4 criteria assessment:
very well............. well................. sufficient............... insufficient ..................

Members of the Assessment Commission

Position/Last name and first name

Signature
President of the Commission,
Dean/Rector
Date
Annex VII

Record no. DMC :

To,
Faculty
Mr/Mrs DEAN

According to the provisions of the Regulation on periodical quality assessment of teaching staff from

ASE, The Senate Board of ASE validated in its meeting on the date of..................... the results of teaching staff
assessment by the Assessment Commission of the faculty.
Within the Faculty of..........cooooiiiiine the following results were obtained:
No. Last name and first name Chair Rating Salary raise
1.
2.
RECTOR,
Annex Vil

MINIMAL ASSESSMENT CRITERIA for the position of UNIVERSITY LECTURER

Criterion 1: Teaching activity (includes self-assessment, assessment from the head of the chair, peer review,
student review): Very well/well.
| Criterion no. 2 — Research activity |
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Required
Out of Out of
Minimal assessment criteria TOTAL which in the | which in the
past 5 years | past5 years
as director as member

Grants/national research contracts obtained by competition or
contracts with the social and business community worth at least
3000 EURO/contract 1 1
The director position can be assimilated with the position of
institutional co-ordinator (responsible for the project) in national and
international consortiums.

Criterion no. 3 — Scientific contribution

Required
Vi o outof |  Outof
inimal assessment criteria TOTAL | which in the fyvh|c_h as
past 5 years irst/single
author

Avrticles/studies as author or co-author published in journals of type
B in the CNCSIS classification and/or specialty international 5 5
journals (not ISI)
Or
One article in a B journal is equivalent to 2 articles in type C
journals in the CNCSIS classification or in national prestigious 10 4
journals, but not classified by CNCSIS (their list to be drawn)
Studies published in volumes of renowned national or international 10 2
conferences (with ISSN or ISBN)
University books, collection of applications, collection of applied 1
work

Criterion no. 4 — Professional prestige (refers to the value of the declared papers, to the belonging to
professional or scientific organizations, other accomplishments other than those at criterion no. 1, 2, 3): Very
well/Well.

Criteria were approved by the Senate of the Bucharest Academy of Economic Studies in its meeting of 1% of
February 2006.

Annex VIlia
ASSESSMENT CERTIFICATE

The activity of Mr/Mrs
was assessed in the month of 2009, according to the institutional criterion associated
to the teaching position of lecturer/assistant professor/professor. Based on the assessment, it was observed that
the minimal criteria were fulfilled (see back).

Following institutional assessment, Mr/Mrs
Received the ranking .

Chapter 3. THE DECISIONAL PROCESS ON
HUMAN RESOURCES IN UNIVERSITIES

Chapter objectives:
After having studied this chapter, you will know to:

- explain the hypotheses of limited rationality;
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- describe and evaluate the role of intuition and creativity in the decision process;

- critically analyse its own level of creativity;

- enumerate means of improvement;

- compare and outline advantages and disadvantages of the process of decision in group;
- analyse the ways in which group thinking is developed;

- outline the strengths and weaknesses of several group decision techniques;

- explain the importance of virtual decision processes in organizations;

- use a,,check list” of ethics in managerial decision making.

3.1. The decisional process

Decision making is a highly important activity in the lives of managers. The decisions
which a manager must face can vary from very simple (routine work, for which the manager
has a very well established algorithm, known as scheduled decisions) to new and complex
decisions (which necessitate creative solutions, known as unscheduled decisions). Deciding
the lunch hour for students is a programmed decision. The manager performs the decisional
activity on a daily basis, using a clear procedure, targeting the same goal. On the other hand, a
decision for launching a new study programme at the faculty is an unscheduled decision. The
decision to establish a new study programme (bachelor, master degree) is unique,
unstructured and requires much attention. As we can see in figure 3.1, the decisional process
involves several steps. The first step is to acknowledge the problem, meaning that the
manager admits that he/she must make a decision. Identification of the real problem is
important, as the manager could react to vague signs instead of taking care of the real
problem. Then, the manager must identify the objective of the decision. In other words, the
manager must define what must be accomplished through the decision (Walker 2003). The

third step in the decision process is linked to collecting information
relevant to the problem. The manager must collect more information | Admitting and identifying

regarding the problem. the problem
This implies a thorough diagnose of the situation, as well as U
analysis of sources from which information can be obtained.

Setting the objective of the
decision

I

Collection and evaluation
of data and situational
diagnosis

The next phase is to find and evaluate possible alternative U

solutions. Within this phase, a thorough analysis should be Identification and
performed in order to determine factors which could influence the evaluation of alternative

outcome. It is important to generate a wide variety of options and courses of action
creative solutions in order to be able to go to the fifth step — U
“choosing the best solution”.

During this phase, the manager selects alternatives which Choosing the best
target the decisional objective in the best possible way. If the alternative
problem was correctly diagnosed and a sufficient number of U
alternatives were identified, this phase is much simpler.

Implementing decision

10 50
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Finally, the solution is implemented. Afterwards, the situation must be monitored in
order to verify if the decision reached its goal. Coherent monitoring and periodical feedback
are essential parts of the monitoring process.

Decision making can be stressful. Managers are forced to make very risky decisions,
with a high degree of incertitude and, many times, without having a complete set of
information. In decision making, they must trust and rely on others but, finally, the
responsibility is theirs. Sometimes decisions are painful and involve closing the business,
firing people and assumming guilt. The CONCEPT Centre within the “Lucian Blaga”
University from Sibiu has a rich experience in assuming decisions regarding study
programmes for adult learning. These post-graduate programmes are a creative combination
of courses from the field of management, health, education, security and work relations. The
managers of the centre are successful due to the fact that they adopted efficient decisions,
promoting life-long programmes and career development programmes in connection with
current needs of the Romanian society.

3.1.1. Decisional process models

Success in any organization depends on the managerial
ability of making effective decisions. An effective decision is one
made on time, is acceptable for the affected individuals and it
reaches the targeted objective.

Figure 3.1. The decision
making process

Among the essential elements involved by the decision, Mielu Zlate (2007) included:

a. the set objective;

b. the problem with which the organization is confronted;

c. who is the decision maker (the individual or the group);

d. the multitude of strategies or alternatives, which can include as many
consequences as there are alternatives (certitude conditions), or more
consequences for each alternative (conditions of risk, incertitude);

e. the utility of each consequence, the utility expected by the decision maker after
acknowledging consequences.

The means to elaborate each of these elements, as well as linking them together, have
led, in time, to the creation of some theoretical models for explaining and interpreting the
decisional process. In the Romanian literature, Zamfir C. (1990) identified four types of
decision making:

1. the firm decision, in a strictly deterministic world;
2. the firm decision, of probabilistic type;
3. the decision in conditions of persistent incertitude;
4. cybernetic decision model.
Mihaela Vlasceanu (1993) also identified four models:
1. the classic model of decision making;
2. the model of comprehensive formal planning;
3. the entrepreneurial decision model;
4. the incrementalist decision model (adaptive or rational adaptive).

For a synthetic analysis, we will analyse three types of models: the rational model, the
bounded rationality model, as well as the “garbage can” model.

The rational model. Rationality refers to a logical approach, step by step, of the
decisional process, with a consistent analysis of alternatives and their consequences. The
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rational model of decision making resides in the classic theory of economics. It relies on the
following hypotheses:

(i) The result will be entirely rational.

(if) The decision factor has a clear system of preferences, which is used for finding

the best alternative.

(iii) The decision factor knows all possible alternatives.

(iv) The decision factor can calculate and evaluate the possibility for each alternative

to become a success.

In the rational model, the decision factor tries to optimize, therefore to select the best
possible alternative. He/she is an expert, fully informed and impartial.

Taking into consideration the hypotheses of the rational model, it is unrealistic. There
are time constraints and limits of human knowledge, as well as limits of the capacity to
process information. So, the rational model is an ideal point that managers tend to reach in
decision making. It indicates the manner in which a decision should be made, but does not
reflect reality of managerial decisions.

The bounded rationality model. Acknowledging the deficiencies of the rational
model, in his book “Administrative Behaviour”, Herbert Simon suggested that the rationality
of the decision factor is limited. His decision theory, the bounded rationality model, which
won the Nobel Prize in 1978, begins by applying the psychological theory of behaviour to
organizations and the economy.

Simon’s model, often referred to as the theory of the “administrative man model”, is
based on the idea that there are certain constraints which force the decision factor not to be
completely rational. Therefore, the model is based on four hypotheses:

(i). Managers choose the first satisfactory alternative.

(if).Managers admit that they have a simple conception of life/situation.

(iii). Managers are comfortable making a decision without determining all alternatives;

(iv). Managers make decisions by rules of thumb or a heuristics.

Limited rationality implies that managers are satisfied with the first alternative, which
1s “good enough” because optimisation costs, in terms of time and effort, are too high.
Moreover, the theory implies that managers create some shortcuts for decision making, which
allow managers to make decisions in order to save mental activity. These shortcuts are
empirical rules, which allow managers to make decisions based on what worked in the past.
Due to the fact that the administrative man tends towards rationality, the task of the
organizational management is to create the framework for rational decisions.

One of the reasons why managers are restricted by rationality limits is the fact that
they must make decisions under time and risk pressures. The situation can often be insecure
and the probability for success uncertain.

The “garbage can” model. The premises for this model are in the work of Cyert and
March (1963), in which the firm is a complex organization, consisting of groups of actors
with different interests, which are in simultaneous relations of co-operation and conflict.
Therefore, the decision making process in
organizations seems to be influenced by hazard and E Solutions
unpredictability. In this model, decisions are
stochastic and non-systematized. Figure 3.2.  paticpants \
(Nelson & Quick, 2008) illustrates this model. [ Lo ERs tppo.
According to the model, the organization is a
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garbage can, in which problems, solutions, participants and choice opportunities float
randomly. Each of them acts in a relatively independent manner from the others (problems
arise both from inside and outside of the organization).
When the four factors occasionally meet, a decision is made.
Quality of the decision depends of synchronization. In this case, the decision is the result of
interaction between the four elements. Only interactions are unpredictable: solutions
can precede problems; both solutions and problems can wait for an opportunity in view of
decision making.

The garbage can model illustrates the idea that not all organizational decisions are
made in a systematic manner, step by step. Especially in
conditions of high incertitude, the decisional process can be Figure 3.2. The
chaotic. Some decisions may seem to be extremely lucky. “garbage can” model

On the high-speed playing field of today’s businesses,
managers must make important decisions very quickly, with incomplete information and must
also involve employees in this process.

Still, several questions appear: is it possible to carry on the decision making process as
a game? Are we allowed to play with absurd alternatives and inconsistent possibilities? Could
universities be considered to have the necessary characteristics for such a decision model?
Surprisingly, the authors’ response so far is an affirmative one.

3.1.2. Risk and the decision process

Many decisions involve certain risk elements. For managers in universities, hiring
decisions, promotions, delegations, mergers and acquisitions, partnerships at national level
and abroad, development of new study programmes or new structures (research centres,
departments and so on), as well as other decisions, make the risk become a part of the job.

Individuals differ in terms of risk exposure. Some have a real aversion to risk and
choose options which imply lower risks, preferring common things and certitude. Other
individuals prefer risk taking. So, they accept a higher potential loss in the world of decision
making, tolerate a higher incertitude and, generally, they are more likely to make risky
decisions. Risk takers are also most likely to lead groups (van Kippenberg, van Kippenberg &
van Dijk 2000).

Research proves that women are more risk averse than men, while older and more
experienced managers are more risk averse than younger managers. There is certain proof that
successful managers take more risks than unsuccessful managers.However, the tendency to
take risks or to avoid them is only a part of risk behaviour. This is highly reflected by the
organizational culture. Risk taking is not only influenced by individual tendencies, but also by
organizational factors.

University rectors have the ingrate task of managing behaviour in terms of risk taking.
By discouraging risk taking at deans’ level, they can restrain creativity and innovation. On the
other hand, if rectors encourage risk taking, they must allow subordinates to fail, without fear
for punishment. A way to accomplish this is to consider failure as being “learning by trial and
error”. The essence is to establish a constant attitude towards risk in the organization (Perry
1995).

Thus, continuous support for a lost cause is known in practice as “escalation of
commitment”. In such situations of escalating commitment, individuals who have made
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decisions that generated unfortunate results have the tendency to support their decisions, even
when substantial costs appear.

An example of escalation of commitment concerns the student study taxes wars,
which appear often between state-owned and private-owned universities. State universities
diminish study taxes, as an answer to the actions of private universities, until they both end up
in an unfavourable situation, at a certain time. State universities continue to compete,
regardless of the losses they record. Their determination to win the competition is a
motivation to continue the war, based on the hypothesis that the private universities will lose
the war.

Why does escalation of commitment appear? The reasons why people stick to a lost
cause are optimism and control. Some people are much too optimistic and overestimate their
possibilities. Others live the illusion that they have special abilities to control the future, that
other people don’t (Staw 1997). Moreover, decreased costs can encourage escalation of
commitment. Individuals think: “well, we have already invested so much ... what’s some
more extra money?”. And, the more they approach the end of a project, the more they are
predisposed to escalation of commitment.

Sticking to a bad decision can be very costly for organizations. An organization must
discourage escalation of commitment. This can be done in several ways. One of them is to
share responsibilities for project-related decisions. An individual can make the initial
decision, while the next one will make the following decisions. Companies have also tried to
eliminate escalation of commitment by strictly monitoring decision factors (McNamara,
Moon & Bromiley 2005). Another suggestion is to offer individuals a good exit out of a bad
decision, so that their image is not affected. One way to do this is to understand and accept
people who admit that they have taken a wrong decision before making their commitment
public. Studies have also suggested that having an initial investment decision made by a
group, rather than an individual, should decrease escalation of commitment. In the case of
participants to a group decision, there is a shared responsibility for a bad decision, which
makes them not feel personally responsible, so that they can retreat from a bad decision
without compromising their image (Whyte 1991).

3.2. Individual influences on the decision making process

The managerial decision making process is influenced by individual differences.
Traits, attitudes and values, together with all variables regarding individual differences
influence the decision making process of the managers. They must use both their logic and
creativity in order to make efficient decisions. Most individuals feel more comfortable using
either their logic or their creativity and this is visible in usual decision making.

The domination of cerebral hemispheres is determinant in choosing a major and a
faculty. Students with a dominant left hemisphere gravitate towards economics, engineering
and sciences, while those with a dominant right hemisphere are attracted by education,
communication, literature (Saleh 2001).

The human brain has two hemispheres (Figure 3.3.). The right hemisphere is the
centre of creative functions, while the left is the centre of logic, detail and planning. There are
advantages for both ways of thinking, therefore the ideal situation is to be omnihemispheric,
that is to use either logic or creativity or both, based on the situation. For this purpose, special
trainings can be performed. It is very important for managers to have an overall image, to
build a vision and to plan strategically — all of these requiring aptitudes from the right
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hemisphere. It is equally important to understand daily operations and diagrams with work
processes, which require abilities from the left hemisphere.

In order to improve the efficiency of the decision making process, it is recommended
to take into consideration intuition and creativity.

3.2.1. The role of intuition in decision making

Managers use their intuition for decision making (Khatri 2000). Studying the way in
which experienced managers make decisions, Daniel Isenberg discovered that intuition was
very often used, in particular as a mechanism of evaluating decisions made in a rational
manner.

Gary Klein, PhD, a famous psychologist, in his book on the power of intuition, insists
that talented decision factors rely on the models of assimilated information in order to make
quick and efficient decisions (Simon 1987 and see also ,,Human Mind”- DVD, produced by
BBC 2007).

Two brains
Two cognitive styles

" S

Right hemisphere
Left hemisphere

Non-verbal, visual,

Verbal, sequential spatial

Temporal Simultaneous,

Logical, analytical spatial

Rational Analogies, intuition
Creativity

Figure 3.3. Functions of the right
and left hemisphere

A question raised is if managers can be taught to use their intuition (Behling & Eckel
1991). After an intuitive testing of over 10.000 managers, Weston Agor concluded that, in
most cases, high managerial positions are filled by individuals with a high degree of intuition.
Just as the brain needs both hemispheres in order to function, Agor outlines that organizations
need both analytical and intuitive minds in order to fully function. Intuition has its role and
instincts must be followed, but not as substitutes for reasoning. With new technologies,
managers can analyse much more information in a shorter period of time, making the rational
method less time-consuming than it was in the past.

3.2.2. Work creativity

Creativity is a process influenced by individual and organizational factors and which
involves production of new ideas and/or processes. Creativity can be defined as the
reorganization of experience in a new form (West & Farr 1990).
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The four stages of the creative process are the preparation, incubation, illumination
and verification. Preparation refers to the search of new experiences and learning
opportunities due to the fact that creativity is developed based on knowledge. Incubation is
the process of reflective thinking and it is often subconscious. During incubation, the
individual is engaged in other activities while the mind evaluates the problem and works on it.
Illumination takes place when the individual comes up with a solution for solving the
problem. At the end, verification is performed in order to determine if the idea or the solution
is valid. Creativity is based on individual variables. Part of them imply cognitive processes
which creative individuals tend to use. A cognitive process is divergent thinking, which is the
ability of the individual to generate more potential solutions for one problem. Moreover, the
association ability and use of images are associated with creativity.

Creativity was also associated with personality factors in studying individuals with
different professions. These characteristics include intellectual and artistic values, enthusiasm,
results orientation, independence of thought, intuition, self-confidence and a creative image
about self. Creativity is directly connected with intrinsic motivation, risk taking and respect of
others.

There is proof that people who are in a good mood are more creative (Clore, Schwarz
& Conway 1994). The positive atmosphere in work groups supports creativity, as good
disposition allows team members to explore new ways of thinking. Positive emotions enhance
creativity by increasing the cognitive resources of the individual. They generate thoughts and
actions which are new and sincere (Frederickson 1998, 2001). Moreover, a cyclical process
appears as thoughts and creative incidents lead to an even better disposition. We could say
that positive thinking makes us more creative, while creativity makes us think positively
(Amabile et all, 2005). Research has proven that for tasks which require considerable
cognitive abilities, people in a bad disposition have better results. When an individual
encounters bad experiences or emotions, a warning signal is sent to the individual, which
generates increased attention and vigilance in the cognitive activity (Hirt et all 1997; George
& Zhou 2002).

The organizational environment in which people work can either stimulate or inhibit
creativity. Among the inhibitive factors of creativity we find: fear of work assessment, careful
monitoring during work and competition with others. On the contrary, stimulation of
creativity is given by the feeling of autonomy, belonging to a team with diverse abilities, as
well as creative colleagues and supervisors (Zhou 2003). Good and supportive relationships
with the bosses are attributes of creativity (Axtell et al. 2000). Flexible organizational
structures and participative decisional processes are also associated with creativity. An
organization may also encounter obstacles on the path to creativity. Obstacles can be internal
political problems, strong criticism for new ideas, destructive internal competition and risk
aversion (Amabile et al. 1996). Also, the physical environment itself can prevent or stimulate
creativity. Different international companies use open space offices, which eliminate walls so
that employees interact more often. When people blend, ideas become creative.

Studies in the field have proven that there is a certain connection between creativity
and received rewards. So, some studies show that financial stimulants enhance creativity,
while other studies state that financial rewards do not influence innovative activity. Still, there
are studies which highlight the fact that explicit work performed in order to obtain a reward
led to lower levels of creativity compared to work without a reward purpose. The same is
valid for a situation when a task is presented first and the reward is given afterwards. So,
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a stimulating environment, participative decision making processes and a flexible structure.

If there is harmony between individual and group influences, it leads to development
of creativity. For example, if employees wish to become creative in an organization which
encourages creativity, the outcome will be a more creative performance.

When referring to creativity, we usually consider that we either have it or not.
Research does not confirm this prejudice and proves that individuals can be trained in order to
become more creative through special training (Firestein 1983). During this training, they are
taught the means to eliminate mental blocks which diminish production of creative
alternatives to a problem. In Roger von Oech’s (creativity specialist) oppinon (Kreitner 1995),
the main obstacles in creative thinking are: searching for the “right” answer; attempting to be
logical; following rules and avoiding of ambiguity; searching for practical things; fear to seem
ridiculous; avoiding problems from outside of our range of competence; fear of failure;
preconception that we are not, actually, creative and so on.

We can state that many of these mental blocks reside in organizational values. Values
can facilitate creative decisions in many ways. Reward for creativity, tolerance towards
failure, a fun work place and providing creativity training are only a few suggestions. Also,
companies can encourage creativity by involving employees in new or learning situations. In
this respect, an example can be provided by job rotation, which allows employees to have
contact with various information, projects and teams. Managers can encourage employees to
surround themselves with those stimuli which they know that improve their creative
processes. Such stimuli can be music, art or anything else which encourages creative thinking
(Robinson & Stern 1997).

Leaders can play important parts in shaping creative behaviour. Through
organizational culture risk taking can be encouraged and innovation can be rewarded (Vries,
Branson & Barnevik 1998). Both intuition and creativity have major influences over the
managerial decision process. Both concepts require further research so that managers can
better understand how they and their employees can use them in order to make more efficient
decisions.

3.2.3. Participation in decision making

We talk about a participative decision making process when the employees affected
by the decision participate in the making of it (Witt, Andrews & Kacmar 2000). Participation
protects employees from possible negative experiences of the organizational policy.
Moreover, it has been proven that participative management encourages employee creativity,
work satisfaction and productivity (Hamel 2000; Malone 1997; IBM 2004).

3.3. The group decision making process

When decisions are made in groups, synergy appears as group members bring new
solutions to existing problems through the process of mutual influence and support. Another
reason for using groups is to obtain support for a certain decision. Groups bring more
knowledge, as well as experience in problem solving. As a result, we encourage using groups
in decision making.

The involvement of groups in decision making is known as a “social decision scheme”
(Nelson & Quick 2008). Such a decision scheme is the “majority rule”, in which the group
supports the decision made by most of its members. Another situation, the “truth wins”,
estimates that the right decision will appear as more and more members will become aware of
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its opportunity. The “two thirds rule” implies that the decision preferred by two thirds or more
from the members of the group will be supported. Finally, the “first shift” rule implies that the
members adopt the decision represented by the first shift in opinion shown by a member. We
can also recall the Pareto’s rule 20/80: “80% of decisions are made in 20% of the time during
a meeting”.

3.3.1. Advantages and disadvantages of group decisions

Advantages are:

1. More knowledge and information are generated by gathering all resources from the group
members;

2. Better acceptance and support for the decision is generated, as members have the
opportunity to express their opinion;

3. A better understanding of the decision, as members were involved in the different stages of
the decision making process;

4. In selecting the optimal alternative, groups can be willing to take on higher risks than
individual decision makers;

5. Creativity of the adopted solution is the result of different approaches and opinions.

6. It is a beneficial exercise for subordinates, who can improve their decision making
capabilities.

Disadvantages of group decision making include:

1. The decision making process takes longer and has higher costs.

2. Pressure inside the group in order to comply and integrate.

3. Possible domination of the group by a member or a strong clique, which could impose the
decision.

4. In certain situations, group decisions can be the result of compromise and indecision of
some of the members in the group.

5. The period of time needed, much more consistent, as a group makes decisions less quickly
than an individual.

6. A so-called “groupthink” can appear, and it is not always beneficial.

In such conditions, who should make the decision: the individual or the group?
Empirical research shows that situations in which decisions must be taken individually or in
groups depend on the type of the task (Nelson&Quick). For matters that require an estimation
or prognosis, groups are usually preferred to individuals due to the common experience of
several individuals regarding the problem. For tasks that require a correct solution, studies
indicated that most competent individuals make better decisions than groups. Still, this
approach has limits. Studies showed that groups which work together for longer periods of
time surpassed the performance of the most competent member in 70% of cases. After groups
became experienced, the best members became less important for the success of the group
(Watson, Michaelson & Sharp 1991).

A study performed during a longer period of time on some groups of students involved
in elaborating a project proved that mutual trust of teams and actions of risk taking acted in a
cyclical manner. When a team perceived another team as being trustworthy, they were willing
to take a risk. The study proved that trust works between teams almost as it works between
individuals (Serva, Fuller & Mayer 2005).
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Still, we can highlight two potential weaknesses in the decision making processes in
groups: groupthink and group polarization. Groupthink appears when members of the group
wish to reach consensus and strong cohesion, being less interested in finding the best solution.
The causes for groupthink can be: isolation of the group from existing information, existence
of a strong and dominating leader, as well as the lack of search/inability to find the most
favourable alternatives.

3.3.2. Groupthink

Certain conditions favour development of groupthink, for example, a high degree of
cohesion. Well knit teams, which make decisions without any help from outside, are generally
affected by groupthink as it is highly possible to have shared mental models; therefore they
are predisposed to think alike. Sometimes, cohesive groups leave their preference for
unanimity to overcome their healthy judgement when they generate and evaluate alternative
ways of action. In turn, homogenous group (with low diversity between group members) are
more predisposed to suffer from groupthink (Brownstein 2003). Two other conditions which
encourage this deficiency are the necessity of making decisions with major consequences for
the group and the time constraints. When group members feel that they have little time
available to make a decision, they can speed up the decision making process. These
antecedents determine members to prefer coherence in decisions and not try to critically
evaluate other people’s suggestions. An organization in which group thinking is present
shows easily recognizable symptoms. Table 3.1. (Nelson & Quick 2008) presents these
symptoms and makes suggestions about avoiding this deficiency.

Table 3.1. Symptoms of groupthink and ways to avoid it.
Recommendations for preventing
groupthink

Symptoms of groupthink

Perception of
invulnerability

The members of the group feel that they
are above criticism. This symptom leads
to optimism and excessive risk taking.

Each member is required to assume
the role of critical evaluator, to
actively express his/her objections or
doubts.

Perception of
morality of the
group

Group members feel that they are moral
in their actions and, so, nothing can be
reproached. This makes the group
ignore the ethical implications of their
decision.

The leader is required not to state
his/her own position before the
group makes a decision. (Primus
inter pares).

Perception of
unanimity

Group members are under the
impression that there is a unanimous
understanding over the decision. Silence
is mistakenly taken as an agreement.

Several groups must be created, who
work simultaneously in order to
reach that decision.

Rationalization

Group members develop together
explanations for their decisions in order
to make them seem rational and correct.
Other alternatives are not taken into
consideration and there is a resistance to
reconsidering group hypotheses.

External experts must be brought in,
in order to evaluate the decision of
the group.

Stereotyping the
“enemy”

Competitors are underestimated or seen
as evil. This leads to underestimation of
competition from the group’s side.

It is necessary to designate a devil’s
advocate who always questions the
actions of the group.

Self-censorship

Members do not express doubts and
concerns regarding the course of action.

Competition must be carefully
evaluated, finding as many
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This blocks the critical analysis of
decisions.

motivations and intentions as
possible.

Pressure from the
members’s side

Any member who expresses doubts or
concerns is pressured by other
members, who question his/her loyalty.

Once consensus is reached, the
group must be encouraged to
reconsider its position by examining

all alternatives.

Mental
protectors

Some members take on the task of
protecting the group from negative
feedback. So, the members of the group
are spared from information which
could make them doubt their actions.

A good example of groupthink can be considered the co-operation of the ,Lucian Blaga”
University from Sibiu (ULBS) with the “Alma Mater” foundation, also from Sibiu, in developing
distant learning education programmes. This caused ULBS a dramatic loss of image and of important
financial resources between 2003 and 2006. Further analyses performed by BS-ULBS concluded that
wrong group decisions were the main cause of the conflict.

During the academic year 1998, based on a collective decision, the top management of the
university from Sibiu signed a protocol of co-operation with the “Alma Mater” Foundation from Sibiu
in order to recruit students and pay for up to 70% of the tuitions taxes (teachers’ salaries, equipment,
documents administration etc.). ULBS received 30% f taxes and provided academic human resources
and the quality of education (study programmes approvals, study papers, development of laboratories
etc.). For the first year, 200 students were recruited. During the academic year 1999/2000, 3000 were
recruited, while in the following year, 2000/2001, the number of recruited students was 7000!

The “Alma Mater” foundation continued its intercession of massive recruitment of students in
the years to come, not adjusting its organizational structure to the very big number of students or to the
specificity of the educational activities. In the academic year 2002/2003, in the spring, the first signs of
conflict between the two organizations appeared, as the exams for finalising studies began to be
organized.

The top management of the university and the representatives of the faculties during 1996-
2000 have taken into consideration two alternatives: to recruit or not to recruit. Still, they have failed in
evaluating the risks of their decision to launch a new type of “distant learning” and have not created
different organizing options.

The consequences of groupthink include a deficient vision regarding alternatives, failure in
evaluating risks of the preferred course of action, biased processing of information and failure to
develop planned emergency solutions. In this case, the global result of groupthink was biased. The end
of the co-operation between the two organizations took place in 2004, when, following legal action by
ULBS, the agreement was called off and the recruitment of students by the “Alma Mater” foundation
was stopped. The university continued the education of students in the form of distant learning through
its own department of recruitment and selection.

The previous table presents the suggestions for avoiding groupthink. Many of these
suggestions are based on the hypothesis that decisions are completely evaluated, with opportunities
discussion and analysis from each of the group members. This strategy helps and encourages members
to mutually evaluate their ideas in a critical manner.

3.3.3. Group polarization

Initially, it was shown that group decisions are risky, that a higher risk is accepted, as
a consequence of group discussion. Afterwards, another change was highlighted - the
tendency towards precaution. So, group discussion generates slides both towards risky
positions as well as towards prudent ones. Research showed that the individual attitude of the
members of the group has become more radical, as a consequence of group discussions.
Individuals who have initially declared their opposition to a solution have finally become
even more opposing, while individuals who supported a certain alternative have supported it
even more following discussions. These changes were called “group polarization”.
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The tendency towards polarization has important implications for the group decision
process. Groups whose initial perspectives tend towards a certain direction can adopt much
more radical perspectives following interaction.

An explanation of this behaviour is given by the “social comparison model”. Before
group discussion, individuals are under the impression that they detain much better
perspectives than the rest of the group members. During discussions, they perceive that their
ideas are close to average, so their ideas become radical. Another explanation refers to
persuasive arguments. It is possible to conclude that group discussion strengthen the initial
opinions of the member, so that it determines them to assume extreme positions. Both
explanations are supported by research.

Polarization determines groups to adopt extreme attitudes. In some cases, this can lead
to disastrous decisional behaviour. For example, individuals who are inclined towards a risky
decision are more susceptible to support it, as a consequence of group discussion. Both
groupthink and group polarization are weaknesses of the group decision making process.
There are several techniques which can be used in order to prevent or control sliding towards
extreme attitudes, containing dangerous decisions.

3.3.4. Techniques for group decision making

Once a manager established that a group decision approach is appropriate, he/she can
determine the best technique to be used for the decision making.

Brainstorming. Method of group creativity initiated by Osborn, brainstorming has
multiple advantages. The approach is to issue as many ideas as possible and to postpone
evaluation until all ideas have been presented. Participants are encouraged to build on ideas
issued by others and imagination is stimulated.

In the past few years, the electronic brainstorming started being used instead of the
verbal brainstorming. This cancels two of the disadvantages of the method, which can lead to
its failure in group: production of ideas from participants may be blocked and fear of
evaluation. In brainstorming, individuals are exposed to others’ opinions. While listening to
others, individuals are distracted from their own ideas. Moreover, even though being ironic is
forbidden, mockery of presented ideas and, implicitly, of their authors can cause some
situations to be out of control. As a consequence, ideas are blocked. When ideas are recorded
electronically, participants are freed from the fear of being interrupted by others, so, blocking
of production is reduced. Some individuals suffer from fear of evaluation in brainstorming
groups. They fear that others could respond negatively to their ideas. In electronic
brainstorming, ideas can be anonymous and therefore fear of evaluation is reduced. Studies
indicate that anonymous groups of electronic brainstorming overcome performances of face-
to-face groups.

Example: Within the DPPD team from the “Lucian Blaga” University of Sibiu such an
electronic brainstorming group was initiated through a collective address of Yahoo Groups.
Therefore, every member of the team came with his/her own ideas regarding the development
direction for the department. In order for the idea to become visible, it must be written in a
different colour.

In the first phases of brainstorming, some “colours” marked only the beginning of an
idea, that the others continued with their own visions (like a model of continuing some
sentences).

Based on this thinking and group decision, two types of programmes resulted: one of
long-life learning and one of initial formation, both being already functional. It is worth
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mentioning that, afterwards, decisions regarding curricula were made also by electronic
brainstorming.

The nominal group technique. It was created in order to ensure equal participation of
group members in the decisional process. The method follows the next steps: the manager
presents the problem and, afterwards, participants write quietly their ideas. After being
finalized, ideas are transcribed on the flipchart one by one, until all ideas are listed.
Discussions are allowed, but only in order to clarify ideas. Criticism is not allowed. Finally,
ideas are voted in writing. It is a good technique to be used in situation in which group
members fear criticism from others.

The Delphi technique. This is a method for creating a consensus between experts’
opinions. It implies synthesizing expert judgement in order to use it in the decision making
process. Experts from different locations fill a questionnaire. A co-ordinator collects the
answers to the questionnaire and the summary is sent back to the experts. The experts then
evaluate different alternatives generated and the co-ordinator classifies the answers. This
process of summarizing suggestions and resending the questionnaire can continue until
consensus is reached. The Delphi technique is valuable through its ability to generate a
number of independent judgements without be necessary to have face-to-face meetings.

Devil’s advocate. The devil’s advocate’s task is to identify potential problems of a
proposed decision. He/she has the role of the critic, highlighting the faults of the decision with
counterarguments. He/she helps organizations avoid costly mistakes in decision making by
prior identification of potential traps.

Dialectical inquiry. It is actually a debate between two opposite opinions.
Paradoxically, even though it generates conflict, it is constructive as it highlights the pluses
and the minuses of both opinions. A sensitive issue is how we will be able to spare the
petulance of the person whose idea is disproved and focus on finding the most efficient
solution for all those involved. Research has shown that for the team spirit it is important the
manner in which decision is perceived (win-win versus win-lose) (Whyte 1991).

3.4. Diversity and culture in the decision making process

As shown in the beginning, decisions depend on many factors. As the main actor, the
individual, with its personal traits, the group with the sum of personalities of which it is
composed of, the organization, its culture and, implicitly, the cultural dimensions which
influence organizational life. Each of these factors must be known, analysed, even “dosed”, so
that the outcome of the decision to be as expected.

Furthermore, managers should know as much as possible about decision making
processes both form their own culture, as well as from other cultures, with which the
organization may, at a certain time, be in contact (it is the case of foreign teachers and
students included in the ERASMUS programme etc.). Last but not least, decisions made at
organizational level must meet ethic and deontological requirements.

In their paper “The Power of Ethical Management” (1988), Kenneth Blanchard and
Norman Vincent Peale suggested an “ethical check” of decision factors, which could provide
answers to the following questions:

1. lIsitlegal? (Will it break the law or organizational policies?)

2. Is it balanced? (Is it fair to all people involved both on the long and short term? Does
it promote win-win relation?)

3. How will it make me feel? (Will it make me proud of my actions? How will | feel
when others will find out about the decision?)
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Universities must support ethical decision making processes among their employees
by encouraging, supporting and rewarding them. Integration procedures must pass on to new
comers the ethical behavioural standards within the organization. Understanding individual
differences will help managers maximize strengths of employee decision making styles and
build teams to value these advantages, in this way valorising decisional creativity. Last but
not least, managers must be aware of the advantages and disadvantages of different
techniques of decision making in groups and to minimise the potential of groupthink. Finally,
decisions made by individuals or groups must be analysed in order to check if they are ethical.
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Case study. A new study programme at the Faculty of Engineering within the “Lucian
Blaga” University of Sibiu

The Council of the Faculty of Engineering had been called for an extraordinary meeting in order to
analyse the proposal of the head of the Department of “Manufacturing Science”, Dan Chiceanu, regarding the
promotion of a new study programme for the admission session of 2009/2010. Dan Chiceanu had a reputation of
a creative manager, who always suggests surprising things and most of the members of the Council were looking
forward to his proposal.

Dan Chiceanu was invited to present his proposal. After several general remarks made by the faculty
dean, loan Meruscu, the head of the Department of “Manufacturing Science” starting speaking about what he
had in mind. As he was speaking, the members of the Faculty Council were looking at each other astonished.
Chiceanu suggested a new path: promoting an interdisciplinary study programme, combining arts, design and
manufacturing technology. That was to combine two faculties, the Engineering and the History and Patrimony
ones within the University, to recruit candidates from secondary schools of Arts and Music from the Euroregion
7 Centre. At the end of this totally unexpected proposal, he took a look at the audience: “Any questions?”, he
asked very gently, fully aware of the obvious amazement of the counsellors. He loved surprising his colleagues!

Ioan Meruscu, faculty dean and president of the Faculty Council, was the only not surprised, as he had
discussed with Chiceanu several weeks in advance about his plan. Even though “man of technologies”, Chiceanu
presented that day his interdisciplinary programme, hoping to promote his own career. Only by enhancing his
experience with other study programmes could he hope to evolve in the academic hierarchy.

Still, the faculty dean saw many opportunities in an interdisciplinary programme which had the chance
of significantly broadening the recruitment area of candidates for the Faculty of Engineering, even though he
was aware of the fact that the proposal would be denied, as being temerarious, by the seniors of the faculty. His
involvement in the Faculty of Engineering was based on a sincere commitment to develop attractive
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specializations for youths and the society. Lately, friends and colleagues from European partner universities had
encouraged him to very seriously take into account the needs of the society for functional and aesthetical
products. When he first heard about Chiceanu’s proposal, he decided to support it and now he was thinking
about how to get support from others.

He turned to Eugen Pricopescu, who had been invited to the meeting as director of the Chamber of
Commerce, Industry and Agriculture, being an official presence in connection with the business community.
“This is an interesting proposal, Eugen. What do you think?”

He knew that Pricopescu had always had a weakness for the aesthetics and functionality of products. He
thought that, from this perspective, Eugen Pricopescu would support the new study programme.

And so it was. “I think that this is a very good idea and I am positive that this industrial designers will
be hired and valued by the business community” said Pricopescu.

Some others protested tempestuously. The most tempestuous one was Radu A. Metiu, head of the
Department of “Electric Engineering”. In the past few years, he had proposed the promotion of some new study
programmes in the field of electric engineering, not all being approved by the Faculty Council due to lack of
specialists in the field.

It was decided that, also for the future study programme of “industrial design”, the managerial
implications of human resources and marketing must be analysed. The next meeting was set in two weeks time.
When they met again, the assault positions were much clearer: Radu A. Metiu suggested that the proposal be
denied due to reasons of changing the “engineering orientation” of the faculty.

But dean Meruscu had prepared an answer. “I realize what you are thinking of”, he said, “but we must
take into consideration other factors. For years, after 1990, the number of students who access engineering
programmes has not been increasing. Our faculty does not lose money, but loses prestige and cannot honour its
policies of promoting academic human resources. As | see it, this proposal gives us the chance to do this very
thing. I have asked Dan Chiceanu to make an unofficial survey amongst the future this year’s high school
graduates. | believe that you will find the results interesting.”

The head of the Department stood up. “We have managed to randomly record favourable opinion for
our future study programme in the Arts and Music high schools of Sibiu and Alba lulia. Therefore, | expect that
applications in the summer session will support my proposition”.

In the general whisper, the faculty dean informed the Council about the intercession performed by the
CCIA director, Eugen Pricopescu: “Some industrial products manufacturing companies have shown their
support by offering to hire the graduates immediately after getting their licence degree”.

These declarations were followed by a fiery debate. While some of the members of the council which
had not had an opinion before tended to accept the proposal, a significant minority, from the field of “Electric
Engineering”, led by Radu A. Metiu, was opposing.

The meeting resumed without any result as it was necessary to record two thirds of the votes in order to
validate the proposal. A new meeting was set for the following week in order to mediate the crisis.

During the week, the faculty dean visited Radu A. Metiu. After a polite discussion about the evolution
of the university from Sibiu, they got to the subject. He expressed his sadness and regret that Metiu had not
supported the proposal to promote a new licence programme at the Faculty of Engineering.

“Why?”, the head of Department asked suspiciously.

“Because I was just taking to Dan Chiceanu the other days and he wanted to ask you to take over some
of the new course of the study programme in “industrial design”.”

“I am glad that he finally remembered about some of us” Metiu grumbled. “After all, the Faculty of
Engineering is expected to value the experience and the professionalism of the existing academic staff in a
judicious manner”.

“We hope we will be able to reach a consensus when we see each other again at the council meeting”
the dean added and stood up in order to leave.

“Maybe”, Metiu answered thoughtful.

At the next meeting, Metiu announced that, after reflecting together with the members of the
Department, he had changed his mind and they all supported the new study programme in industrial design.
Several weeks later, when the educational plan for the new programme was created, the “Electric Engineering”
department participated and received the IT courses.

Questions:

1. What is the general problem with which the Council of the Faculty of Engineering is confronted? Is it a
problem appropriately/inappropriately structured?
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2. How was the problem perceived by different members of the Faculty Council? What explains the
differences?

3. To what degree has the council respected or disregarded the model of rational decision making process
presented in fig. 3.1.?

4. s there any proof of escalation of council members’ commitment if confronted with a negative course
of action? Is there any proof of groupthink? If so, explain!

5. Generally, is this the type of problem which justifies group decision making?

6. In a retrospective manner, can you suggest any improvement in the decision making process?
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Chapter 4. HUMAN RESOURCES
DEVELOPMENT

Chapter objectives

After having studied this chapter, you will:
- know how to make the difference between development and training
- be able to identify the best learning strategies for human resources in universities
- understand the importance of human resources development policies
- be able to integrate the development plan of human resources with various
learning experiences

4.1. Human resources development: concepts and differences

Change is continuously required for the progress of the university and of the
community. Employees in an organization adapt to novelties, should investments be made in
training and developing their competencies. Through its development policy, the university
can ensure continuous updating of knowledge in order to maintain performance high.
Compared to training, it is wider applicable and it is considered an efficient means for
training/educating a new generation of teaching staff or of administrative staff.

Training or focused training is a form of updating knowledge, as well as specific and
immediate abilities; it is more job-oriented rather than person-oriented. Development involves
study of those abilities and behaviours necessary for current or future positions. It is larger
applicable than training. Human resources development is more career-oriented and less job-
oriented; it forms the prospective potential and its adjustment.

Numerous methods are used in training and development, each with its own
advantages and disadvantages. The methods include job training, training programs in
educational institutions, educational management courses, video conferences etc. This process
brings about new abilities, behaviours, and attitudes which make the organization more
efficient.

There are two categories of training programmes and managerial development: job
training and off-the-job training programmes.

In the first category we can include: - informal training, when the manager and the
subordinate discuss about managerial techniques and current problems without having a
preset form of communication; - formal training, when meetings are periodically programmed
for managers and employees to discuss about current situations and their possible solving; -
job rotation and transfer are methods by which responsibilities for different activity sectors
are set; knowledge reinforcement through co-operation between an experienced manager or
employee and an inexperienced one; - instruction by mentoring, using counsellors and
teachers.

The second category of methods is much wider and includes activities that the
manager or the employee can perform outside the work place:

- lecturing, tutoring and instructions through computer simulated methods, especially
in the field of business; - case studies use computers and video projectors in describing
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allow each individual to self-assess, to see self through other peoples’ behaviour;

- role play, used more for developing interpersonal relationships;

- transactional analysis is based on interactions between the individual and groups,
going through the stages of childhood, adulthood and parenthood,;

- behavioural modelling is achieved through correct training regarding the way in
which we should behave in critical situations which we may encounter inside the company, as
well as outside the company;

- instruction by using a panel basket with different letters, memoirs and other
exercises that require fast decisions;

- career management uses training programmes mainly based on proving the
importance of position in a career and ways to find the path to the best position.

In practice, there is a difference between training and development. Training is
organized by the university in order to help employees accumulate competences/skills, habits
and knowledge strictly related to the job. For example, employee training in faculty secretary
offices in terms of communication and public relations results in the reduction of the number
of complaints. Development means learning the necessary managerial and professional
competencies for current and future positions. For example, people willing to approach a
career in academic management need to build abilities of negotiation, diplomacy or project
management. If orientation to the academic career is based on research, then there will be
developed analytical competencies, of scientific networking or academic writing.

Learning is actually a continuous change of behaviours by direct or indirect
experiences. The university which invests in development is the one whose employees
continue to learn new things and to use what they learn in order to improve the quality of
educational services.

In the training process, the trainer of the person who activates the learning and training process
is particularly important. The way of approaching the issue, of attracting people into debates, the
teaching strategy assimilated with the training deployment conditions are some of the important
elements in making the programme a success.

Rules for reducing stress in the training process:

First, clarify the basic objectives. Even if the topic is apparently wide-rangingbroad, it can be
decomposed into simple, easily approachable elements, which can attract the participants into
debates.

Focus on practical issues. Information offered during the training should have immediate
applicability in practice. Examples must be used while presenting the course.

Start with simple things. Training to be made starting??? from simple issues to more complex
ones. As much as possible, complex issues should be divided into simple issues. Usually,
people feel the need to start with small steps in discovering great things.

Ask questions instead of giving answers. For most trainers, it is impossible to be able to
answer any question. The audience must know that you are also there in order to learn
together. That’s why, from time to time, you can ask: “Is there anyone who has worked with
this type of problem? Let us know.” This approach will determine each participant to learn
from the others and you can also gather a lot of information.

Allow the participants to prove what they have learnt. The feedback on the course affects the
mentor, determining him/her to change the learning style. If lecturing is insufficient, you can
try an exercise, a case study, a story or even a play.

Create a relaxed atmosphere. Participants want to learn new things, to obtain information
about events that affect their lives. For this purpose, they prefer a relaxed atmosphere, an even

1
2
3
4
5
6
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funny one, rather than a rigid and hardly bearable one. You are beard/ a born instructor only
if you manage to bring to class the perspective of the subject of what you spoke about.

At an international level, professional training is of much concern for states, especially
in the European Union, where, by adopted community acts, member states have taken over
responsibility to take all necessary steps in order to ensure real conditions for professional
employee training, for counselling and professional orientation, for progressively bringing
closer training levels, to mutually acknowledge professional training of employees, for
adopting common policies in the vast domain of professional training.

Professional training is a right of the employees, included in the Constitution (article
32), but also an obligation; should this not be fulfilled, it can also be sanctioned by dissolution
of the work contract. Also, ensuring professional training of employees is somehow an
obligation of the employer.

The new Labour Code brings ample regulations on professional training, in the same
European spirit of growing importance in professional employee training, at least as a
principle. If the University includes in its strategy and policies these concerns, it chooses to be
better in competing with other organizations.

4.2 Human resources and learning

Learning can be defined as a cyclical and cumulative process, of continuous
knowledge updating, by adding new topics to the already existing knowledge base [19,26].

Classification of the learning process can be done based on the following criteria:

- presence or absence of acknowledgement:
= acknowledged when creating an organized, guided and controlled
environment;
= unacknowledged when performed repeatingly, by action.
- number of participants
= individual, when employees learn separately, generating an individual change
in behaviour — this is the basis for organizational learning;
= collective, within the team, when employees learn together, the organizational
environment having a significant influence on the learning efficiency;

A representative model of the learning process is Kolb’s cycle [15], seen as a
continuous process:

= Gaining action-based practical experience;

= Observing this experience and reflecting upon it;
= Drawing conclusions from the experience;

= Testing new ideas into practice.

Activity in the organization is a continuous learning process and learning is the basis
of all training activities. There are more possible ways of approaching complex learning
process within the organization. Many times, trainers present information and assume that
they are understood. But learning takes place only when information is perceived, understood
and internalized through a conscious effort of using it. Further on there are presented some of
the learning principles on which training is based.

DIVERGENT
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Figure 4.2. Kolb’ learning cycle and the four learning approaches

Motivation for learning

People learn in distinct ways and apply differently what they have learned. The
learning ability must be accompanied by the intention or motivation to learn. The learning
motivation is determined by answers to questions such as: “How important is the work place
to me?”’; “How much does it count if I study this information?”’; “How useful will be the
things I study?; “What information is addressed to me?”.

People have different opinions on personal abilities that they can acquire through
training, based on self-appraisal. People with low self-esteem (they do not believe they can
perform) learn better from “personal” trainings (one-to-one training). People with high self-
esteem learn better from conventional training [10,218].

A global approach to learning

Based on the gestalist approach [18,115], trainees should have a holistic approach to
things they will learn rather than receive scraps of information. Accordingly, at the work
place, it is preferable that individual elements should be introduced only after having
explained how those elements can create a whole.

Another concept is drawing the trainees’ attention (attentional advice), by which the
trainer informs the former on processes and strategies that ensure the success of the training
process. Trainees’ participation can be improved by generally presenting information to be
transmitted and by emphasizing applicability of the training at the current work place [13,
291].

Behavioural change. Behavioural change along the training is based on the theory of
B.F.Skinner [14, 56], according to whom “learning does not mean to do, learning means
changing what we do”.

Behavioural change is based on four strategic interventions:

= Positive consolidation consists of obtaining the wanted reward.

For example, a faculty administrator who received positive feedback from the dean
regarding his performance in organizing a conference benefits from both an external
consolidator (dean appreciation) and an internal consolidator (personal pride). It is more
probable that a person who receives positive consolidators should continue learning and
development.
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unpleasant consequences. The behaviour of an employee who arrives at work in time
can be based on desire to avoid criticism from the manager. So, potential criticism
leads to desired behaviour from the employee.

= Punishment is used to eliminate unwanted behaviour. For example, the secretary can

be sanctioned when being rude to the students by financial penalties or by transferring
him/her to an inferior position.

= Extinction consists of using techniques for stopping unwanted behaviour. The

expected result is the absence of unconsolidated behaviour.

All four strategies can result in behavioural changes and, in some situations,
combinations of these strategies can be used. In training, positive consolidation of wanted
behaviour is recommended, as the most efficient method in the learning process.

= Symbolic interactionism [7]
This concept offers a different perspective over learning at an adult age:

= During the learning process, adults are more interested in the degree of evolution

towards an ideal self-image rather than towards objectives set by others;

= Adults with high self-esteem learn better than others;

= Adult self is affected by every newly assumed role;

»  Adults learn best when perceiving themselves as “learning persons”.

= Immediate confirmation

According to this concept, people learn best if the reinforcing element is offered as soon
as the activity has come to an end. Therefore, in oder to have a strong impact, participants
must be given behavioural feedback immediately after having manifested that behaviour.

= Practices and learning models

In order to acquire new abilities, it is necessary to put into practice things they learned.
So, in designing the training, it is important to take into account behavioural models, of active
implication and of the learning curve.

One of the most accessible ways of learning is to observe and then imitate other persons —
use of behavioural models. This method is highly applicable in acquiring new abilities which
necessitate both knowledge and practice (teaching techniques, presentation methods,
negotiation).

Active involvement takes place only when trainees practice activities specific to the
current job, this technique being more efficient than reading a material or than passive
listening. Studies show that active involvement is one of the main factors associated with
employee performance after participating in a training course [10, 397].

People in different training situations learn in different ways, based on a specific
learning curve. The training design is conceived based on the typical learning curve for the
activities included in the programme. For example, when an employee learns how to operate
an automatic line of paints, the productivity rate rises rapidly at the beginning, and then
becomes constant as the normal productivity rate is reached.

= The training transfer

For an efficient training transfer from the training room to the work place, it is necessary
to fulfil two conditions:

1. Trainees must be able to take the material studied along the training and apply it to the

the work place situation;

2. Trainees must apply what they learned along the training course at the work place,

over a sufficient period of time, until they become working routines.

71
v Imbunatatirea Managementului Universitar @ ProiCStteT il

pentru Invatdmantul Superior

Investeste in

OA M E N I Proiect cofinantat din Fondul Social European prin Programul Operational Sectorial Dezvoltarea Resurselor Umane 2007-2013



Fondul Social European Instrumente Structurale OIPOSDRU
2007-2013

I\(I\I:IIRLL
. EDUCATIEI . .
‘ CERCETARI
fe TINERETULUI 0
- — |<1\‘r’ukull‘l
UNI A PENTRU
uLUl
i
D

Training transfer to the work place can be enhanced by conceiving the training design as
close to the job peculiarities as possible and by developing post-training feedback.
Aspects regarding employee development within Romanian universities are regulated
through normative acts:
1. Methodological norms of 2003/05/08 for applying provisions of the Governmental
Ordinance no. 129/2000 regarding professional adult training;
2. Law no. 375 of 2002/06/11 for approving the Governmental Ordinance no. 129/2000
regarding professional adult training;
3. Ordinance no. 129 of 2000/08/31 regarding professional adult training;
4. Law no. 133 of 2000/07/21, approving the Emergency Ordinance no. 102/1998
regarding continuous professional formation through the educational system;
5. Decision no. 779 of 1999/09/23, approving the constitution of the Council for
Occupational Standards and Attestation.
6. Law no. 132 of 1999/07/20 regarding the establishment, organization and functioning
of the National Council for Adult Professional Training.
7. Ordinance no. 102 of 1998/08/28 regarding continuous/sustained professional training
through the educational system;
8. Law no. 145 of 1998/07/09 regarding the establishment, organization and functioning
of the National Agency for Hiring and Professional Training.
9. Law no. 53/2003, to date
10. The Labour Code
11. Law no. 128/1997 — regarding status of teaching staff
12. The collective work contract at the educational level / in education 2007-2008
13. The collective work contract at national level 2007-2010
14. The collective work contract at university level.
Currently, Romanian regulations regarding the professional training of employees in
universities is not entirely in line with the European one.

4.3. Human resources development policy in universities

The human resources development policy in the university is a project designed and
implemented by the Human Resources Department, which provides support in professional
development and leadership. The department is active at two levels: organizational
development and employee individual development. This department provides support for
change initiatives in functional units (faculties, chairs, departments). From this perspective,
the internally developed projects can be either training or workshop events, on different topics
of interest for educational or research services: Administrative writing, Career development
for temporary staff, Using Excel for beginners, HR characteristics within the university, How
to remain positive, Team work in learning, Leadership programme for research, Evaluation
and feedback, Teaching to large audiences, Academic writing, How to write a course etc.

Projects can be supported by internal, external or mixed resources. The importance of
the university in developing public and private organizations continues to increase. The
pressure for enhancing university performance is also reflected in a rising demand for quality
human resources. The new environment requires a quick answer from the organization, but
also from employees. The department/service of human resources in the University conceives
and implements this project through the will and the decision of the Senate. In Romanian
universities, the auditing activity has imposed a form of structuring employee development
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according to the above-mentioned laws. Therefore, at the moment, the only instrument at
hand is the procedure that precedes designs of policy or development strategy for human
resources in the institution. The procedure is not available on the website or on the intranet,
employees not being aware of what it contains. By visiting websites of universities in the
country, we can notice that links to human resources services and departments bring
information not only about people, telephones and, possibly, contact addresses. No university
has transparently posted the hiring, evaluation, development or firing policy / procedure for
human resources. So, interpretation and improvisation can supply all these. Ethical limits
appear again in existing practices at universities, through which parallel instruments or
processes determined by regulatory requirements are developed, without any mutual
correlation. For example, the auditing service develops procedures which were developed by
the quality service, but not communicated. At the same time, the human resources department
develops performance assessment instruments, even though they were developed in another
form by faculty managers. Decisions of training employees by mobilities, by sharing
experience or by job rotation are made at faculty level, the human resources services not
having any explicit contribution. New employees do not receive a “Welcome” or
“Development Centre” support, as in most developed advanced?? universities worldwide.
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Case study 1. Creating the human resources development policy

1.Involvement

The university is involved in optimizing opportunities so that employees improve their abilities and
knowledge in order to increase productivity and employee satisfaction. Employee development is a responsibility
assumed by employees, managers, supervisors and institution. Employees are encouraged to identify the most
appropriate form of development inside and outside the university. Faculty managers and administrators can
facilitate and support access to forms of development for employees and groups/departments.

2. Design

Employees from HRD councel other university employees in order to be able to meet the job
requirements and for career development. New coming administrative personnel is instructed in terms of
processes and systems within the university. New coming teaching staff are oriented towards teaching and
educational training, during a two year programme; during this time, the number of teaching hours should be
reduced in order to favour teaching skills. These activities can take place based on faculty support and initiative.

3.Integrating new employees in the university
3.1. Integration and orientation: Who is responsible on university and faculty sides?
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3.2. Development services ofered by HRD. At the beginning of every semester, the department offers the
integration and orientation programme.

3.3. Faculties’ responsibility is to prepare the welcoming activities for new employees/collaborators.
Feedback received after one, two or three months can be used in organizational development. Mentoring is very
useful and can be applied at this stage.

4.Grants used by the university for professional development

4.1.Regulations and conditions. Grants can be used for participating in courses, workshops,
conferences

4.2.Application can be found and downloaded from the university site

4.3.0ther information.

5. Exchange of experience

5.1. Participation rules

5.2. Change approval by the university

5.3. Specific conditions for remuneration while being absent from work

5.4.The partnership agreement between the university and welcoming organizations
5.5.General conditions: discipline, period, rights etc.

6. Mobilities for various development purposes

Participation conditions and support offered by the universityare described for every single case:
students who are also employees can receive certain time or tax facilities from the organizational side. For
mobilities can be conceived a special policy. Mobility can include job rotation.

Case study 2. Description of the development procedure from the ,,Al. 1.
Cuza” University of Iasi'

2.1.Professional training — main obiectives
According to the Labour Code, art. 188, professional training has the following main purposes:
2.1.1. Adjustment of employee to the job requirements or to the workplace;
2.1.2. Obtaining a professional qualification;

2.1.3. Updating knowledge and abilities specific to the job and the workplace and perfecting professional
training for the main job;

2.1.4. Professional reconversion determined by socio-economic restructuring;

2.1.5. Accumulating further knowledge, modern methods and processes, necessary to perform professional
activities;

2.1.6. Preventing unemployment risk;

2.1.7. Job promotion and professional career development.

! Written in co-operation with Mrs. Tita Larie, DDRU Responsible at “Alexandru Ioan Cuza” University of
lasi.
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2.2. Basic principles for professional training of auxiliary teaching staff and administrative staff within
universities are:

2.2.1. efficiency — principle according to which the University must ensure fulfillment of professional
training objectives with a rational consumption of resources;

2.2.2. efficacy — principle according to which beneficiaries of professional training must improve their
activity and share it with other members of the professional community;

2.2.3.  coherence — principle according to which rules from this procedure fully apply to the entire range
of auxiliary teaching staff and administrative staff;

2.2.4. equality of chance — principle according to which, in contracting services of professional training,
contracting parts have the obligation of not discriminating between categories of trainees and
training suppliers, respectively;

2.2.5. planning — the University of lasi (managers of faculties, departments, services, offices) must
identify training needs of employees, to establish priorities and to draw the professional training
Plan;

2.2.6. transparency — principle according to which the University of lasi (managers of faculties,
departments, services, offices) must offer subordinated employees, auxiliary teaching and
administrative staff information regarding professional training, including financial resources
allocated in the income and expenses budget.

2.3. Forms of accomplishing professional training of auxiliary teaching staff and administrative staff
within the University of lasi:

2.3.1. Programmes or professional training internships, no more than 60 days long, organized and deployed
by the suppliers of professional training, finalized with a participation certificate or with a licence
degree.

2.3.2.Programmes or professional training internships, more than 60 days long, using more than 25% of the
regular working time, finalized with a qualification certificate.

2.3.3.Participation of auxiliary teaching staff and administrative staff to courses organized by University of
Iasi or by suppliers of professional training services at national level and abroad;

2.3.4.Internships and training in the country and abroad;

2.3.5.Apprenticeship at the work place;

2.3.6.Individualized training by mentoring;

2.3.7.Internal trainings and other forms of professional training agreed by the employer and employees.

2.4.Programmes or internships initiated by the employer, more than 60 days long, using more than 25%
of the regular working time

2.4.1. In case participation in courses or internships are initiated by the employer, all expenses are beared by
the employer (art. 194, (1) Labour Code).

2.4.2. Employees who benefited from a course or internship of at least 60 days long, who used more than 25%
of the regular working time for these purposes cannot initiate the termination of the invididual working
contract for at least 3 years after graduating from courses or finalising the internship.

(1). Duration of employee commitment to work for the University of lasi, who beared the costs of
the professional training, as well as other aspects linked to the employee obligations, after finalizing the
professional training, are settled through an Additional Act to the individual working contract (IWC).

(2). Unfulfillment of dispositions set and assumed through the Additional Act to the IWC,
according to alignment (1), by the employee forces him/her to bear all costs of professional training,
proportional to the duration of the working time not worked from the period included in the Additional Act
to the IWC.

(3). The commitment included in align. (2) also applies to employees who have benefitted from a
course and internship and who, during the time frame established through the Additional Act, are fired for
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disciplinary reasons or the IWC is ended due to temporary arrest of over 60 days, of final conviction in a
court of law for delinquency related to their work.

2.4.3. Procedurale stages:

(1) In case it is necessary to participate in courses or internships at least 60 days long, who use
more than 25% of the regular working time for these purposes, for auxiliary teaching staff and
administrative staff, the next following steps must be followed:

(a). The leader of the workplace where the course or internship is initiated elaborates an account
and explains the need according to Annex 1. Also, he/she draws the sign up list of subordinates to the
course/internship, Annex 1.1. and receives employees’ approval, based on signature, regarding the
participation to the course/internship.

(b). The account, Annex 1, together with the subscription list Annex 1.1. are registered with the
University and are forwarded to the Senate Board of the University for approval.

(c). After approval, the account, Annex 1, together with the subscription list Annex 1.1. are
communicated to the HR Department. The financial administrator is elected from the HR Department, who
is also in charge of signing the contract with the provider of training services.

(d). The financial administrators from the HR Department will draw the Additional Acts to the
IWC for employees who participate in the course/internship.

2.4.4. Documents circuit, procedural rules, persons involved, as well as responsibilities generated in case of
starting a course or internship at least 60 days long, who use more than 25% of the regular working
time for these purposes are very well-known at faculty administrators’ level.

2.5. Plan of professional training

2.5.1. The plan of professional training at University level is elaborated annualy, until 15" of November of
the current year for the next one, by consulting the sindicate.

2.5.2. After being written and aprroved, the annual Plan of professional training at University level becomes
an annex to the Individual Working Contract.

2.5.3. The annual plan of professional training at University level will be the sum of all individual
professional  trainings, drawn at the level of every structure  within the
University/Faculty/Department/Office etc. Plans of individual professional training of internal
University structures are created by faculty, department, services and offices managers for the
teaching and administrative staff, by consulting the HR Department every year for the next year
until 15™ of November for the current year.

2.5.4. In order to elaborate the annual Plan of professional training, the applicable principles of non-
discrimination will be obeyed for the entire auxiliary teaching staff and the administrative staff,
according to Law no. 202/2002 regarding equality of chanve between women and men, respublished.
The law guarantees indiscriminatory access, regardless of sex, to programmes of initiation,
qualification, training, specialization and professional requalification, as well as the indiscrimination
principles included in Law no 53/2003 — Labour Code and specific regulations.

2.5.5. For elaborating the annual plan of professional training, the faculty/department/services/offices
managers will determine:

(1). Training themes;
(2). Description of training themes;

(3). Work group (target group), auxiliary teaching staff and/or administrative staff whom the training theme
addresses;

(4). Type of training;
(5). Duration of training;
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(6). Sources of financing (ex. budget, own resources), as well as the estimated value of professional
training.

2.5.6. The plan of professional training will be elaborated according to the model sent by the HR
Department.

Chapter 5. CONFLICT MANAGEMENT

The objectives of this chapter are to understand and solve the conflict in a positive manner:
- What is conflict?
- Methods for conflict resolutions
- Successful conflict resolution practices, skills and attitudes
- Guide and steps to alternative conflict resolutions

5.1 What is conflict?

The conflict does not destroy; avoiding it and other wrong methods of “solving”
important conflicts that undermine trust and effectiveness can be destructive factors.
Discussing divergences is avoided too often. Marton Deutch (Fisher F, Tees D, 1996, p.3), of
Columbia University, believes that conflict involves incompatible behaviours; a person acts in
a negative way and makes the action of another person to be less effective. As for those who
have common, compatible interests, they can enter a conflict while trying to find the best
ways to achieve their goals. Some may achieve their goals simultaneously with others;
everybody must be successful; the conflict is considered a common problem that must be
solved for the advantage of both sides. Thus, the conflict becomes constructive, develops
people’s abilities to deal with it and use it to their advantage.

According to the other approach, the conflict is based on contradictory interests; it is a
battle whose purpose is to see whose forces and interests will prevail and who will be
subordinated. This means we must learn to fight to win or at least not to lose. Watkins’
axioms (David T., Fisher F., 1996, pp. 5-6) express the characteristics of the interpersonal
conflict, closely related to communication.

Thus the conflict can be generated or solved only through the communication process.
The conflict involves at least two “conflicting sides”, and communication can resolve the
conflict by:
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e Appealing to positive communication, empathic listening, self-exposition; this can help
establish a common base of discussions, interests, values, reducing perceptual differences,
and thus the probability for the conflict to appear.

Conflicts benefits are also important even if the destructive potential is well-known. Let’s see what
can be positive benefits (David T., Fisher F., 1996, p. 7):

e Confronting difficulties together and having a tight open relation

e Awareness of the problem- discussion of the frustration and help in identification of
the weak points, of excessive costs and injustice or other barriers in efficiency
working procedure.

e Improving solutions — debating brings new directions, new information and hidden
aspects ensuring the answers for complex issues and approaches;

e Productivity — reducing the time frame and better use of resources;

e Organizational change conflict - offer incentives for promotion of new routines,
commitment and new structures;

e Personal development - discovering the gap between the needs and existing
competence, skills or attitude in conflict resolution;

e Increase the theory, science and creativity for elaborating the alternative solution,
debating and arguing the best solution corresponding to different interests;

e Receptivity - sensitivity for the others’ problems or feelings;

e Self acceptance - through respect and confidence from the other group members;

e Psychic maturity - becoming less egocentric and getting emotional strength to
confront opinions directly;

e Morale dimension — through the problem solving process, people can reduce stress
and negative emotions;

e Challenges and fun - due to the monotony inside the organizational relationships.

5.1.1 The Co-operative Theory of Conflict

Generally, subjects are motivated to work and help each other; they take into
consideration the others’ ideas in order to combine them for a mutually beneficial solution.
This alternative is a way of integrating people’s needs and demands of their work. Co-
operative conflicts become increasingly possible, as the partners in conflict become more
important to each other and long-term interests are taken into consideration.

5.1.2 Types of Conflicts (Porumb, E. M., 2001, p.262-263)

a. Essential Conflicts — This type of conflict is determined by the existence of
different objectives and appears when individuals satisfy their own needs through the group.

b. Emotional Conflicts — They are generated by emotional conditions which concern
interpersonal relations. They can be reduced by eliminating aggressiveness, hostility and
suspicion.

c. Pseudo-conflicts — These conflicts prevail in totalitarian and post-totalitarian
societies, being a result of dishonesty and dual individuals. At their origin lie political
phenomena. These conflicts manifest in a multitude of forms in organizations. Pseudo-
conflicts appear between two or more groups where there are common interests, but
cohabitation would cause prejudices to the group in its relations to other groups. The relations
between these groups fall into two categories: visible, surface relations (the groups become
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the target of external attacks) and invisible relations, through which the groups ensure the
monitoring of the others, protecting them in critical situations.

d. Interpersonal conflicts — This kind of conflict appears when there is an
incompatibility, an inconsistency between correlated cognitive elements, affecting the
individual’s predictive and self-control capacity.

e. Conflicts at interpersonal and group level — The causes of this type of conflict are:
the organizational structure, performance evaluation process, competition for limited
resources, discrepancies between individual perceptions on each one’s role at work place,
differences of personality and between needs or desires, personal problems whose origins are
outside the organization.

f. Conflicts between individuals of the same group — These conflicts are caused by
differences of personality.

g. Conflicts between individuals and groups — The conflicts between individuals and
groups are a reflection of the way an individual perceives the pressure generated by the group
on him.

h. Intergroup conflicts — As a rule, the intergroup conflicts have a complex character,
due to both their origins and causes and the effects they produce, and the managerial methods
used for their resolution.

I. Organizational conflict — Traditionally, an effective organization should be a well-
managed one, without conflicts. However a well resolved conflict is a factor of success.
Recent studies show that a cooperative conflict leads to the resolution of usual or
extraordinary demands of organizations. Reducing the costs is the goal of many companies.
Traditionally, top management dictated budget cuts, but the effectiveness of the organization
was reduced simultaneously. Money was saved on short term, but the competitive advantage
was lost on long term.

J. Conflicts between organizations — Frequently, this type of conflict manifests under
the form of competition for launching a new product, market position, gaining advantages.
Each organization must serve its customers. Quality services are essential for the
organization’s effectiveness. In order to serve the customers, different departments or groups
must coordinate and resolve their conflicts.

5.2 Methods of conflict resolution

The steps used in conflict resolution are to improve communication, develop
negotiation skills, and ask for professional mediator or alternative dispute resolution (ADR),
last stage arbitration. A long list with best practices for negotiations, mediation and ADR can
be a source for training in higher education organizations.

Defining Conflict
Once the rational manner of resolution is recognized, we must:
A). Find answers to these questions:
o Why are we in conflict?
o What is the nature of the conflict?
o Which argument is stronger?
o What can we do?
b). Show willingness to work with the members of the other party to find an
acceptable and beneficial solution for all.
c). Check our own perception when a situation is perceived as a conflict.
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d). Suggest possible solutions.
e). Propose alternative solutions and choose the best one.
). Apply the solution and evaluate.

5.2.1. Negotiation
Negotiation is the communication process whose purpose is to reach an agreement.

The two parties interact in order to reduce differences. The negotiation stages are:

e Establishing and explaining your own position. Negotiation begins when at least a person
communicates directly that a conflict must be discussed and resolved for mutual
advantage. The partners in the conflict try to identify and define the conflict, seeing it as a
mutual problem that must be solved.

e Interrogation and understanding of opposing positions. When the parties elaborate their
positions, they listen to find out about necessities, interests and feelings. Empathy, the
presentation of the other’s situation and reasoning if his case contributes to cooperative
negotiations.

e Integrating and creating options. By discussing freely, negotiators reach a compromise
that helps them create options that promote common goals.

e Agreement and understanding. Effective agreements comply with the important and
legitimate agreements of both parties. Such agreements meet the mutual needs of both
parties and settle opposed interests.

e Reflection and learning. Protagonists reflect on negotiations in order to learn more about
approaching a conflict and about their relationship.

Conflict can be solved positively by applying the effective communication principles.

The main steps would be:

e Recognize the fact that all conflicts can be solved constructively.

o Identify non-productive behaviours, express feelings openly, directly, constructively.

If negotiation does not resolve the conflict, we move to the next step:

5.2.2. The Deal Map

The two sets of values used in this model developed by John Mole, (Mole J. 2003, p.3) are
“power” and “relationships”. The two determinants are important for the final stage of
negotiations and the agreement. The four types of negotiators evolve differently at each stage of
the process and build a specific behaviour. The negotiators or organization can use different
models of negotiation, based on circumstances, size and importance of the transaction. It is easier
to relate with negotiators from the same type of culture and the most difficult with the far position
on the deal map. “ Trades” are negotiators who share the power and are looking for the short term
relationship, on bargaining. At least for the game they need to present the possibility to obtain an
advantage from the transaction. Compromise and concession are dominant in these personalities.
The Middle East and Africa are representative for this type.

“The Predators” keep the power, are transactional oriented but not for bargaining. So they buy and
sell on fixed prices (“take it or leave it”, “first come first served”, “let the market generate the
right price”). This type is more frequent in North America.

The four types of negotiations can be described as Fig. 5.2 presents: the accent is on

the power or the accent is on the relationship.
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Fig.5.1 (a) Negotiators type and (b) The Deal Map (Mole, J., 2005, p. 3)

Classic type of traders is both power-oriented and relationship-oriented, in contrast
with the predator type, who is just power-oriented.

Controllers focus on long terms relationships, while maintaining power and control,
they tend to monopolise the market. We can identify this type in France and Japan.

Partners focus on long term relationships, being concerned for power sharing at the
same time. They are more flexible in terms of price, trust the client, the brand and even the
partner loyalty. They see the transaction as part of the relationship and are willing to co-
operate in all stages of negotiation or implementation. This is the prevailing model in Sweden.

How to use the mental map of emotional quotient and discover the signs

In the past 15 years, the Emotional Quotient (EQ) has become more important in the
business environment than Intelligence Quotient (1Q). EQ is defined as inter- and
intrapersonal intelligence. EQ refers to emotional education, which implies reading non-
verbal signs (we must mention the fact that this includes the ability of sending, receiving and
adjusting signals).

High EQ people know to really listen, not just to speak about personal problems and
share emotions with others, how to create good impression, how to make compliments and
charm others. In business, empathy plays an important manipulative role. There can be three
basic explanations for emotional intelligence: being capable of interpreting complaints as
useful critics, create an atmosphere in which diversity is valued and not considered as a
source of frictions, be able to relate efficiently. The best situation is when the manager has
both a high 1Q and a high EQ. If 1Q cannot be taught, EQ can be developed through courses
on social abilities, interpersonal abilities, assertiveness, and communication abilities.

The following negotiation elements vary based on the map position and require
different types of training and tactic:

Table 5.1.Expected Gain
Mutual benefit

(P-power) to maximize, to optimize
(R-relationship) to monopolize, to equalize

P- Win/Who cares? Win/Win
R - Win/Win Share
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P- irrelevant — transient

R- dependent - permanent
Problem solving

P- impose — reach compromise
R- dictate - common ground
The Horizon

P- on shot deal

R- fixed terms- strategic alliance
Style

P- adversarial - directive

R- reciprocal - collaborative

Key points to international negotiations:

Planning is essential. Before starting a negotiation, we must gather very good information about the culture of our
interlocutors, about customs, norms, values and practices.

We must refrain from making cultural assumptions. Stereotypes can be misleading in the sense that two people, even
from the same culture, are not identical.

Flexibility. We must adapt our negotiation style, our strategies and tactics to people, subjects and specific
circumstances.

Language is important connector between cultures and negotiators, but it can also be an obstacle. Some similar
words can be false friends in different languages. That’s why, during the negotiation, we must often check the degree
in which what we said was understood. This can be done by presenting the main ideas and asking open questions.
Non-verbal communication is also very important for the outcome of the intercultural negotiation process. Be aware
about body language, voice, silence, facial expression of the counterpart. Negotiations styles vary a lot from one
culture to another.

The cultural context largely determines who will be member of the negotiation team, who is the team leader, how and
where the negotiation will take place. Understanding these differences is highly important in order to avoid fatal
errors, to improve abilities, to learn how conflict management helps co-operation.

The integrative negotiation — case study (adapted from a Paltridge
presentation, 1971)

Background situation. Despite a
Limited OPEN Unfulfilled modest anticipation of the growth of the
resources " CONFLICT ¢ needs numbers of students enrolled, the
administrative  service of Midvale

College have submitted a notification
towards the President and the university
through which they anticipated only a

reduced growth regarding the funds for

Growth of Reduction the next year
resources of needs The small growth, based on a formula
l on the capital related to the estimated
*_l_* levels of growth, will be sufficient only
v v for something over the coverage of the
Sufficient Insufficient Insufficient Sufficient costs paid in advanced before the
| | operations and before the raise of the
v v salaries which have been promised in
NEGOTIATION advanced to the whole personnel
.Facts. There can be admitted a different
Brokerage —»] - type of necessities at several different
Third party
intervention 83
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levels of the college’s departments and services. For example, it has been created a new Social Sciences section, its
cooperation being done only through the promises that there will be new classes going to be inaugurated. The Faculty
of Business Administration has been developed twice as much as the rest of the faculties and its personal, already
overbuys has felt the necessity to hire more academic staff. We can add the fact that the staff from the Faculties of
Social Sciences and the School of Engineering did not want to assume current budget reductions in order to adapt in a
different way to the justified urgent goals. The open conflict has been triggered.

Opinions. The administration and the President, who didn’t express any concern, have expressed their
confidence that the Dean of Academic Affairs will be able to solve the necessary adjustments to budget
appropriations. Unfortunately, the Dean of Academic Affairs did not share the same confidence. Meeting after
meeting, he had to cope with terrible warnings and mandatory academic demotion designed to be installed in
Midvale. This awareness that resources were limited, there are many unmet needs and that most of them were
real and justified. He was also painfully aware of the extension of the conflict. The tortured path that he had to
go through the "man of means", in the person of the Dean of Academic Affairs is described in the figure 5,
which in fact is one of the possible tree problems which can be solved by integrative negotiation.

SWOT analysis for the parts involved in the conflict. Arguments of the administrative service

Table 5.2. SWOT Analysis Administrative service ( budget maintenance)

Strengths Weakness

e Budget’s compliance calculated over the e Lack of resources for the introduction of
capital in the initial form new classes

e Lack of contracts of bank loans and e lLack of resources to support research
financial obligations in a short or long term projects during the current year

e It covers the minimal salaries and the e There cannot be new employment
operational expends opportunities

e It covers the wage increases previously e An overloaded and dissatisfied staff with
promised the conditions of overcrowding in

e Observance and adjustment to the needs of academic performance (due to growth
the moment doubling student at the Faculty of Business

Administration), or not assuming the
extension for another year of budgetary
restrictions on the staff of the faculties of
Humanities Department and the School of

Engineering
Opportunities Threats
e Loyalty and accountability of management e The risk of not being able to sustain the
and designers perspective of the Executive new Social Sciences section.
Office budget e Lost of qualified staff (particularly the case

of the Business Administration Faculty,
Humanist Sciences and Engineering)

e The financial crisis due to spending the
contingency reserve resources placed in the
operational budget for the current year

The arguments of the team that comprises the Academic and Research departments

Table 5.3. SWOT Analysis for the academic and research departments (meeting the
necessary budget)

Strengths Weakness

e The possibility to employ a new teaching e Medium or long-term debt through bank
staff to resolve the situation of borrowing and financial obligations
overcrowding and strain for the Faculty of e Budgetary and administrative changes we
Business Administration ordinary character

e Honouring a promise to the newly created
Department of Social Sciences
Opportunities Threats
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e Support the newly created department of
Social Sciences
e Ability to manage a real natural increase of

Long-term  financial jam conditions
currently achieving some expenses to be
primed following uncertain future source

turnover of students in subsequent years as volume

a result of the introduction of new sections, e Uncertainty of obtaining federal and
new disciplines, the proper and enthusiastic private funding

activity of new departments or disciplines

or those already placed growing fierce.

Generating alternative conflict resolution using negotiation model. The Dean of Academic Affairs
has attacked the problem on two fronts: to run campaigns for additional resources for the operational program
the following year and has influenced management and service departments to review and to reduce drastically
budgets required. He suggested, for example, postponing the offer of new courses in case no firm promises to
future members of the faculty had already been made. He urged that a part of the research proposals at the
department to be reviewed and expenses be planned for two years in advance instead of one year, therefore
including budgeting.

Ensuring that all of these measures will be taken, he went to the Executive Office to request that certain
emergency funds be redirected to the operational budget. He also urged the President to renew efforts to obtain
federal or private funds that would ease the initial financial burden and fund more of the faculty research
program.

Win Win Solutions type using a broker role. The Dean of Academic Affairs has recorded some success
in both companies, but it still remained a considerable gap between needs and resources. Further on, he had to go
through the unpleasant task of going into the details of each budget unit. His secretary set a daily rate of two
meetings with each of the coordinators of divisions and heads of departments, starting next week for several
weeks, meetings which were ratified and labelled as "informal and confidential”. The Dean of Faculty of
Engineering was willing to give up two new faculty endowments in exchange for material support for additional
equipment and materials for his testing laboratory. The Dean of Anthropology agreed that the laboratory of the
Dean of Engineering be funded, provided that the latter should support the funding of Anthropology at least at
the level of the last year award. The number of such "brokerage arrangements” that took place and were
completed during the weeks that followed will never be known but probably contributed to decrease of the
budget gap. The School of Business was clearly in need to receive some increases to finance additional charge;
the question was whether to receive support to finance all or most of the programs expanded. During the
following week, the President and part of the business-oriented administrative staff have received phone calls
from industrial and business community leaders, urging local appreciation of the importance of the School of
Business and referring to financial support that they provided to the Midvale college over the years. This "third
party" intervention had a considerable effect. Other third parties interventions were held and to other units of the
college but none reached the level of influence of Business. The Division of Social Sciences would host a newly
created Department of Ethnic Studies, an interdisciplinary effort that the faculty extracted from the conventional
disciplines. Thus, any reduction in the social sciences budget was quite likely to affect the department created
and would produce repercussions from different minorities in the neighbouring communities of the college. This
provided a strong position for the Division of Social Sciences in negotiations. To secure its own budget division,
the above-mentioned division created a series of alliances with other departments, offering to support claims of a
main body of their funding requests in exchange for the provision needs to pass other units.

Changes in the structure of power. This group of power alliances offered the Dean for Academic
Affairs key to conflict resolution before deadline. With all this, he managed to provide the required compromises
to solve the budget gap.

If negotiation does not resolve the conflict, the next step will be the mediation process.

5.2.3. Mediation

Mediation is the intervention form by which are promoted reconciliation or
explaining, interpreting of viewpoints in order to be correctly understood by both parties. It is,
in fact, the negotiation of a compromise between points of view, needs or hostile attitudes, or
incompatibilities. Mediation involves the existence of a third party to intervene between the
conflicting parties. Mediation is undertaken in four steps:
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e The antagonists present their major objectives and aspirations independently; this can be
done generally or specifically.

e The partners think about how they could help each other to achieve their objectives.

e The opponents negotiate and reach agreements on how they can help each other
realistically, specifically, correctly; success must be recognized and rewarded, and
irregularities solved.

e The participants reflect on these activities and discuss what they have learned. They must
be able to see how they can move forward by helping each other in a specific manner.

If mediation does not solve the conflict either, we move on to arbitration.
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Studies show that a significant number of conflicts in universities arise between
international students and supervisory faculty staff (Adrian Taylor, Noels and Tischler, 2007;
Selvaduray, 1991; Argyirey-Kwakye and Abaidoo, 1995 by Adrian Taylor, Noels and
Tischler, 2007). This was the basis of our decision to consider such a conflict. The second
reason in approaching this particular example is that it tests the application and the western
approaching manner of cross-cultural conflict management.

Table 5.4. General Anatomy of the conflict (using the methodology of BADGER J.
Stulberg, 1987 on a statement of conflict adapted from Adrian Taylor, Noels and Tischler,
2007):
Custom Conflict presentation
elements in a

given conflict

Theoretical
ltems

Parts

Rules of

conduct

Problem-
resources

International
students
Students’
supervisors

Supervisors’
role

Role conflict
(Error role
expectations)

International students represent a growing share of the
total number of university graduates from the big
suppliers of higher education services. A number of
studies have reported the existence of frequent open
conflicts or just perceived conflicts, which are managed
in different ways between international students
(bachelor, master, etc.) and supervisors from the
receiving faculty. Supervisors generally provide student
support, guidance, information about role expectancies
and feedback on student performance. Students who
have a good relationship with their supervisors are more
likely to experience lower stress levels, minimal physical
and psychological problems, and overall satisfaction
with the Masters program. While supervisors only serve
to provide information needed linked to vocational
issues for local students, friends and family provide
emotional support. Helping solve personal problems for
international students, failing social relationships and
social support in a foreign country, is rather a kind of
"central figure" (Charles and Stuart, 1991 by Adrian
Taylor, Noels and Tischler, 2007, p. 92) and supervisors
should provide support for both types of problems
(Leong and Sedlacek, 1986 by Adrian Taylor, Noels and
Tischler, 2007). Interest in professional development of
students and good relations and close contact with
faculty were factors found responsible for the prevention
of depression caused by stress they emphasized
throughout the program. Although a number of studies
exploring the needs and problems of foreign students a
few of these are relevant to student-supervisor
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Options for
meeting

Time
Information
control

Exercise control

over the other
party

Different visi
of the purpose

on

Incompatibility

(incongruity)
expectations
about the
purpose

Workshop
conflict
management

on

relationship. According to the study of Argyirey-
Kwakye and Abaidoo (1995 by Adrian Taylor, Noels
and Tischler, 2007) 12% of international students have a
"bad" or "very bad" relationship with their supervisors
(Selvaduray, 1991): 25% international students report
having poor relationships with faculty members while
for half of the students (Perkins et al., 1991, by Adrian
Taylor, Noels and Tischler, 2007 p.93) "academic
advising" is a problem in this report. A single study
considers supervisors opinion.

The conflict was described as "a real or perceived
incompatibility of goals or values between two or more
parties in a relationship, combined with an attempt to
control each other and antagonistic feelings oriented in
both directions" (Fisher, 1975, by Adrian Taylor, Noels
and Tischler, 2007, p. 93). Other identified conflict
causes (Chiste, 1997 apud Adrian Taylor, Noels and
Tischler, 2007) which arise between supervisors and
international students include: lack of information, no
feedback or lack of quality feedback, lack of time,
excessive control from supervisors, discrimination or
illegitimate treatment, lack of openness and honesty,
gender discrimination.

Other studies have pointed to the gap between
expectations and actual relationships in terms of social
distance, personal space and closeness of relations
(either too close or too distant), involving cross-cultural
issues, lack of respect, poor oral communication skills
and written in English (Blunt and Li, 1998 by Adrian
Taylor, Noels and Tischler, 2007) etc.

Fox (1992, 1996) added the need to take into account the
differences between concepts of skills that need to be
acquired in the university. While Western universities
focus on problem solving, analytical and critical
thinking, the East-Asian one emphasize tradition, history
and authority.

How could a conflict based on such issues be solved,
managed and even prevented?

Due to the complexity and dynamic nature of the
conflict, parties in dispute are unable to manage conflict
themselves or through representatives (so that the
informal procedure of negotiation is excluded in such
cases); the best solution in this case is a third party
intervention. The assumption that the Western approach
on conflict resolution can be applied cross-culturally is
unfit. Before making any intervention on the conflict it is
vital to draw attention on ethno theories (basic notions
about causes of conflict) and ethno praxis (locally
accepted techniques for conflict resolution) to both
parties involved in the conflict, since they can vary
significantly. The availability for conflict management
workshops was assessed for both parties. Faculty
supervisors and international students agreed that it is
necessary to provide more information about sources of
conflict and that there will not be more useful to increase
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Rules of Organizing skills or introduce a greater number of rules on who
conduct activity qualifies for the job of supervisor of international

students. The two sides agreed on three quarters of
conflict causes. Inadequate English language skills were
part of the aspects which should and can be solved,
students agreeing that an acceptable TOEFL score is not
a guarantee of English language skills to enable you to
understand someone else’s point of view and express

Results your own view. Students and supervisors would agree, in
Type and discussion, as soon as possible on the type and amount
Rules of volume of of feedback that they consider necessary and sufficient
conduct feedback for academic activity and satisfactory relationships.
Time Write Students particularly considered useful the extension of
expectancies responsibilities for the consulting committee in terms of
Rules of and send them student-supervisor conflict resolution and sending, in
conduct in advance advance, in written form, the expectancies about the
student role, as well as information about potential

Results Increased conflicts.

accountability of
the advisory  Prevention procedures: introducing services and policies

committee of conflict prevention between international students and

) supervisors, including a number of educational sessions,
Prevention putting expectations in formal writing, role of advisory
procedures committees etc.

5.2.4. Arbitration

Arbitration means hearing and defining the conflicting problem by a person chosen by the
conflicting parties (usually, a specialist or someone appointed by an authority). The arbitrator
acts as a judge and has the power to decide. Mediation and arbitration are intermediary forms
which require time and money. When consequences appear, they are the result of conflict
approaching manner and it can degenerate into a series of serious conflicts, sometimes more
severe than the initial conflict.

5.3. Cooperative-type conflict resolution methods and procedures

Not all conflicts have positive outcomes. There are four basic approaches, each with
its own results: assertive, non-assertive, and direct aggressive, indirect aggressive.

Assertive — Assertive communication shows respect and consideration for both parties.
Messages are rather descriptive than evaluative, honest, strong and do not involve superiority
Over receiver.

Non-assertive — Communicators find the conflict so unpleasant that they avoid it as
much as they can. Sometimes it takes the shape of avoidance when an individual simply
ignores or tolerates an unpleasant situation. Another non-assertive style is avoiding rather
than adopting a position.

Direct aggressive — Unlike non-assertive communicators, the “direct aggressive” ones
follow their own interests, but “at the expense” of others in an offensive communication style.

Indirect aggressive — This style involves attacks but, instead of being open, attacks are
hidden, dishonest. A form of indirect aggressiveness is to be friendly or at least polite with an
adversary while you criticize him/her in front of others, sometimes under the mask of
friendship. In another form, this style is manifested by not giving necessary or promised
support. Another subtle form of punishment is when the subject denies the existence of a
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problem, making it impossible to find a solution or places the entire responsibility of the
conflicting situation on another. A fourth method of “neutralizing” your opponents is humour;
joking about a problem that the other considers important can be demoralizing.

The development of a co-operative theory for conflict resolution can be successful just
in the case of a team development mentality and surpass the competitive behaviour. Advocacy
Team Guide is one of methods of conflict resolution in seven steps starting with the
contextual diagnosis for success celebration.?

Constructive or destructive conflict? (Purdea D., Samochis B., 2000, p. 115)

Conflict Benefits - Some of the positive elements that a conflict can generate are: problem
awareness, improvement of solutions, productivity, organizational change, personal
development, science and creativity, receptivity, self-acceptance, mental maturity, morals,
challenge and fun.

Constructive conflict — Constructive conflict is generated by multiple causes, but it can be
controlled, allowing problem solving on time. The influence factors for a constructive conflict
are: the importance and number of points at stake, of participants, the costs that participants
are willing to bear, the amplitude of the moral constraints that those involved feel bound to
comply with.

Constructive conflict can be generated by multiple causes, but it can be controlled and
a solution can be identified. Openness and transparency, good communication generates win-
win solutions. Over a time frame without solution, the cost and the stake increase. Other
constrains can be the morality rules.

Using the conflict in a constructive way can offer organizations a real chance for

individuals to become more productive, creative, to use limited resources with efficiency and
efficacy, facilitating change, motivating people and group cohesion, organizational culture
and loyalty.
Destructive conflict — The destructive conflict is generated by mistakes, it was not resolved on
time and cannot be controlled anymore. This kind of conflict determines significant material,
human and emotional costs. Communication between parties disappears or is dramatically
reduced; generally, each party’s ability to observe and react to the intention of the other does
not exist. At the final stage, one party can respond through power, which distorts reality and
future co-operation.

The impact of the overall outcome on the objectives of the organization is negative,
personal and organizational resources are consumed in a hostile manner, while the climate is
untruthful, lacks respect and fairness.

Co-operative goals help people transform conflicts in a positive tool for expressing
their own thoughts, anger, or other feelings in an open way; they can find or build a path for
mutual benefit. Trained by win win solution, using positive side of the conflict, they can wait
for the next discussion on potentials conflict situations.

5.3.1. Alternative Dispute Resolution

A way of solving problems is the Advocacy Team Guide®

\ Table 5.5 ”Advocacy Team Guide”

2 Capital, nr.42, 19 noiembrie 2000si nr.11, 15 martie 2001 Revista Idei de Afaceri, nr.3 ( 44 ), martie
1997
% advocacy means to sustain, to claim and to protect the right
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Phase 1. Select the problem that requires a comprehensive approach. Identify major alternative positions.

Phase 2. Designate the places of the opposing teams. Provide the resources that the teams can use to gather
information and arguments for their position.

Phase 3. Each team presents its arguments, listens openly and dares the others constructively

Phase 4. The teams reformulate the contradictory arguments, transform in their own vision the ideas, logic and
facts of the other parties.

Phase 5. Each team works to find an integrated solution, examines all possibilities and arguments in order to
reach a consensus in decision, based on current data. They must be prepared to develop and reconsider.

Phase 6. The team implements the decision.

It is not important who is right at the beginning of the debate, but who is right at the end through persuasion.

Using the co-operative theory of conflict, there are new ways of finding solutions in iterative steps.
The negotiating parties can solve the conflict to the benefit of all.

Table 5.6. Cooperative Procedures of Conflict Resolution in Decision-Making
(www.cre-net.com/2003)

Establish the cooperative context:
e Subscribe to a common goal by sharing a common vision for group members
e Share reward, which is granted for group success, as well as for failure
e Agree on expectations - partners work together for mutual benefit, discouraging individual reward.
e Show respect and consideration for each member. Value and listen to each member’s opinion with
respect and empathy; ideas must be criticized, not personality or individual motivations; insults, as well
as assertions which affect intelligence/integrity must be avoided.

Formulate and explain your own position:

e Create an open environment - encourage expression of opinions, incertitude and doubts, even if these
can be perceived as lack of practical sense;

e  Structure the conflict - must encourage someone to assume the devil ’s advocate role in order to perform
a critical evaluation of what seems to be the final answer of the group. At the same time, the group
leader encourages point of view diversity and the fact that no position is final. Solving the conflict
means get consensus in the group.

e Include heterogeneous members who differentiate themselves through experiences, opinions,
demeanour, position and fresh eye opinion from outside group or organization’s members.

Listen and understand the other position in negotiation:

e Address questions - co-operative conflict resolution helps directing answers and opinions, arguments in
order to better understand logics and basic facts.

o Directive research - decision-makers must analyse materials and facts used by the opponents as proof,
to interview the contrary opinion parts.

e Influence and be open to influences — decisions makers must influence but not dominate the
argumentation or debating process.

e Empathy for better understanding argumentation of others, using paraphrasing procedure, showing
interest and respect for the adverse opinion.

Integrate and create options:
e Work to win-win, mutual solutions - decision-makers concentrate on acceptable solutions for both parts
and not for win-lose situation.
e Combine ideas as a result of integrated approach of negotiation, using interests of people and not
positions. Generate alternative solutions in order to select the best option.
e Use rational arguments, means to be open and accept the other arguments through logical process and
debating procedure.

Accept and understand:
e Select a quality solution as an outcome of common shared vision for group interests
e Solution implementation — a good solution is truly valuable only if people are prepared and are ready
to apply it.

Discuss the process - Reflect and learn:
e Use feedback in order to reflect and learn from the implementation stage and from the effects of the
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solution; these can highlight strengths and weaknesses for future conflict resolutions.
Success celebration after challenges of conflicting situations is a rewarding process.

No ok

8.

9.

References

Adrian-Taylor, SR, Noels, K, Tischler, K. 2007, Conflict between International
Graduate Students and Faculty Supervisors: Towards Effective Conflict Prevention
and Management Strategies, Journal of Studies in International Education, 11, 20
Tees, D., Fisher, F. 1996, ,Leadership Training” Series for Elected Officials,
Councelor as Mediator edited by United Nation Center for Settlements (Habitat),
Nairobi, Kenya

Paltridge, JG 1971, Organizational conflict in Academia, California management
review, 13

Porumb, E.M, 2001,,Managementul resurselor umane”, EFES, Cluj Napoca

Porumb, E.M, 2002 ,,Capitalul uman si social”, EFES, Cluj Napoca

Porumb, E.M, 2006,,Teoria si practica negocierii”’, EFES, Cluj Napoca1

Purdea D., Samochis B., 2000, “Managementul resurselor umane®, Editura
RISOPRINT, Cluj Napoca

Selvaduray, RH 1991, Adequacy of selected services to international students in an
urban technical college, Urban Review, 23

Stulberg, J. 1987, Taking charge, Managing Conflict, Lexington Book, NY.

10. Capital, nr.42, 19 noiembrie 2000si nr.11, 15 martie 2001
11. Revista Idei de Afaceri, nr.3 (44 ), martie 1997
12. (www.cre-net.com/2003)

91

v Imbunatatirea Managementului Universitar ﬁ Fricesscmane diee

pentru Invatdmantul Superior

Investeste in

OA M E N I Proiect cofinantat din Fondul Social European prin Programul Operational Sectorial Dezvoltarea Resurselor Umane 2007-2013




	Managementul res umane_ISBN.pdf
	Page 1

	Modul_Managementul resurselor umane.pdf
	MANAGEMENTUL RESURSELOR UMANE
	 Tendinţele din managementul resurselor umane în domeniul universitar se focalizează în momentul de faţă pe leadershipul “middle” managerilor, pe carierele progresive, pe stabilirea planurilor de succesiune şi achiziţiei talentelor prin outsourcing. Aceasta  impune ca în universităţi să existe un profil dinamic, competitiv, de inovare permanentă, utilizând cât mai profesional competenţele managerilor universitari în  mobilizarea, antrenarea şi dezvoltarea resurselor umane.    
	CUPRINS
	Capitolul 1. CULTURA ORGANIZAŢIONALĂ
	Capitolul 5. MANAGEMENTUL CONFLICTELOR
	Ce este conflictul?
	Metode de soluţionare a conflictelor 
	Capitolul 1. CULTURA ORGANIZAŢIONALĂ
	Către,  
	Facultatea ____________________________

	1.Implicarea
	4.Granturi oferite de universitate pentru dezvoltare profesională
	4.1.Regulament şi condiţii. Granturile se pot oferi pentru participarea la cursuri, workshops, conferinţe
	5. Schimburi de experienţă
	6. Mobilităţi pentru diverse obiective de dezvoltare.


	Capitolul 5. MANAGEMENTUL CONFLICTELOR
	5.1. Ce este conflictul?
	5.2.  Metode de soluţionare a conflictelor 




