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Abstract

The performance evaluation is a systematic assessment of the performance of each person in the position or the
potential for future development. Any evaluation is a process of studying or judging the value, excellence, and
qualities of an individual. The evaluation of individuals who play roles within an organization can be carried out
using various approaches, which are called performance evaluation, merit evaluation, employee evaluation,
progress reports, among others. The performance evaluation is a means to locate problems of personnel supervision,
employee integration to the organization or to the position he/she currently occupies, disagreements, wastage of
employees due to higher potential than required by the position, motivation, etc.
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Introduction

Nortmedic IPS S.A.S., is a company dedicated to the provision of clinical care and specialized services,
through a sterilization center, I.C.U., E.C.U., diagnostic imaging, pharmacy and hemodynamics, which
works allied to the IPS UP, to provide better welfare to its users. It was previously known as
Prodiagnostico Oriente S.A.S., and was in operation for four years, it underwent changes, both in its
corporate name and at the administrative level and as of October 2016 it bears the name of Nortmedic
Cucuta IPS S.A.S. The current situation of Nortmedic Cucuta IPS S.A.S. was based on the fact that its
human talent did not know the functions to be performed and, therefore, the objectives in each of the
positions were not met, since there was no documented manual of functions, which served as technical
support to justify and give meaning to the existence of the positions in the institution, which did not
contribute to the fulfillment of the institutional mission and vision.

There was no performance evaluation of the workers, which covered the actions and behaviors observed
in the employees, in order for them to achieve good work performance; this should be annual, allowing
them to improve their processes according to the goals set. They also lacked an induction program to
adapt employees to their new job role. The aforementioned problem arose because it is an institution that
has been in operation for six months, and it still did not have all the necessary processes to ensure
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adequate human talent management; in addition, employees were only given a brief description of the
functions related to their position at the time of induction, but there was no follow-up and evaluation of
the activities performed, because there was ho management and supervision of the personnel.

If this situation continued, it affected the employees in terms of knowledge when performing their
activities and therefore, there were delays in the provision of services, which were inadequate due to the
same lack of knowledge of the functions, where unnecessary and misleading procedures were carried
out; There was a risk that the company, in terms of administrative improvement and modernization, did
not have sufficient tools to undergo the respective visits by the Departmental Institute of Health, which
are intended to authorize the IPS to provide health services, or did not adequately manage its processes
to obtain quality certification.

According to the above, it was necessary to develop a proposal for improvement in the management of
human talent for the company Nortmedic Cucuta IPS S.A.S., through the design of the functions manual,
an induction program and determination of the evaluation of job performance by competencies, so that
the requirements and inherent functions of each position could be known and solve the problems that
arose with users, ensuring the timely and effective management of the needs of these; in addition, to
monitor the performance of the worker.

Importance of the research.

Nortmedic Cucuta IPS S.A.S., required an improvement in the management of human talent, so that its
workers could perform their functions in a more organized and efficient way, focusing its processes
towards continuous improvement, through a manual of functions, induction and re-induction program
and performance evaluation by competencies, being these important requirements, thanks to their
internal use, responsibilities were marked, work was assigned, labor supervision was framed and order
was promoted in the different areas within the company, whether it was assistance or administrative.The
development of this proposal allowed the company to carry out a diagnosis that detected variables that
did not meet the company's requirements for the provision of its services, preventing delays or other
inconveniences during the work; it also helped the IPS to be more agile and provide services in a more
competitive manner. On the other hand, it was possible to monitor the personnel, seeing a permanent
improvement in the results of the organization, adapting the personnel better and involving them in the
functions that corresponded to them according to their job.

The present study included a diagnosis of the company, to know its management in terms of human
talent; an occupational analysis of each position was carried out, to collect information; in addition, the
positions were described; designing the functions manual, then an induction and re-induction program
for employees was developed, in which the activities that allowed the adaptation of the new worker to
his position were stipulated, and it was established how to perform the performance evaluation by
competencies of the employees, in each of the positions.Romero (2006), in his book, "organization and
business processes”, defines it as: "The result of a research process related to the organization and
operation of companies, which makes it possible to determine and evaluate the cause-effect relationships
of the problems detected and provide a comprehensive solution to them™ (p.87).

The business diagnosis is a simple and very useful tool to learn about the current situation of an
organization and the problems that hinder its growth, survival or development. Thanks to this type of
diagnosis, the main causes of the "root" problems can be detected in order to focus future efforts on
finding the most effective measures and avoid wasting energy. The natural source of labor information
is the person who occupies the position; for obvious reasons, it is that person who should know best how
his or her job functions.Questionnaire. The basic information provided by the worker is best obtained by
means of a carefully designed questionnaire. Whatever the design of the questionnaire chosen, its
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completion is more effective if the worker has the opportunity to answer it in a reasonable time and with
the availability of the analyst in charge of the study to clarify any doubts that may arise. If there are
several people performing the same job, the one with the best work performance will be chosen, since
he/she is considered to be the most knowledgeable about the job. In this way, the person responsible for
the study obtains a first advance of information, to be verified in search of any inconsistencies that may
arise (Castillo, 1993. p.89).

When it comes to the creation of a new position, its analysis will be carried out jointly by the immediate
supervisor and the occupational analyst, who will prepare a tentative description, to be completed later
with the intervention of the occupant of the position (Castillo, 1993, p.89-90).0Observation. A second
method for seeking the required labor information is that of direct observation, which consists of the
analyst's on-site inspection of the performance of the position. This means of collecting work data is
more effective if it is carried out after the analyst has read the questionnaire filled out by the worker and
with the intention of clarifying what is necessary (Castillo, 1993, p.90). (Castillo, 1993, p.90).

Interview. The third method used to gather the information needed to analyze a position is the interview.
Generally, this personal communication is used by the labor analyst to refine the information obtained
from the employee and his or her immediate supervisor. Through an adequate interview it is possible to
obtain data on critical incidents that occur during the performance of the position and which are important
for a detailed study (Castillo, 1993, p.90).The analysis of the positions allows to detect and correct the
duplication of functions or the crossing of responsibilities and imbalances in the workloads of the
different positions of the company, thus avoiding problems of interpersonal friction and, in general,
demotivation of the workforce; it also facilitates the prioritization of the functions of each position, so
that its occupant can distinguish the important activities from the secondary ones and where to direct
their efforts. The process of occupational analysis. "The practice of occupational analysis is facilitated if
we visualize this function as a process, that is, as a set of interrelated activities or stages to produce a
result, which, in this case, will be the position manual” (Castillo, 1993, p. 87).

Method

The collection of information was done through direct observation and the application of a survey, where
data is collected according to the different positions of the workers; in addition, a survey was used for
the analysis of the position to define the responsibilities in each job position and, the components that
are needed to acquire such position, when the functions manual is built. Two more surveys were used
for the induction and performance evaluation programs.

According to Tamayo & Tamayo (2003), in their book, Proceso de Investigacion Cientifica, descriptive
research: It comprises the description, recording, analysis and interpretation of the actual nature,
composition or process of phenomena. The focus is on dominant findings or on groups of persons, groups
or things, conducted or operating in the present tense (p.46). Through the application and analysis of the
survey, it was observed that 3% of the 40 workers surveyed had no work experience, which is equivalent
to one person within the company. People with experience between six months and one year account for
8%, which is equivalent to 3 people; another 8% say that their work experience is between one year and
three years, which is equivalent to 3 people.

Eighteen percent of the company's employees said that their work experience is between three and five
years, giving a total of 7 people. Sixty-five percent, equivalent to 26 people working in Nortmedic, stated
that their experience goes beyond five years. According to the analysis, it can be said that most of the
workers have reached more than five years in the work environment, and therefore would clearly comply
with the responsibilities assigned to them, leading the company to achieve high quality.
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Results

It is very important for Nortmedic Cucuta IPS S.A.S. to have a Functions and Occupational Profiles
Manual, which summarizes the functions and attributions of the different positions, as well as the profiles
required to occupy these positions, as this guarantees competitive advantages over other Service
Providing Institutions in the city.lt is recommended that the document referring to the functions manual
be reviewed by a person in charge who is trained and inspected every six months to identify where it
should be modified, and that this person in charge supervises how the functions presented in this
document are being performed and that they are being carried out in the best way, since this document
helps to make decisions. It is recommended that employees be familiar with the job manual and that they
themselves be trained so that they know how to carry out their responsibilities within the positions to
which they belong in the work area.

It is also important that employees know how the company's structure works, and that they work for the
benefit of the company for administrative improvement, in this case in the area of human talent.lIt should
be noted that it is advisable to nominate coordinators or leaders in the different areas of the company so
that there is better communication. It is important for the company's induction and re-induction program
to emphasize all areas of work, and at the same time to make each employee aware of the importance of
induction, since it helps them to be incorporated in a better way with the company.

It is recommended to provide general information about the company, specifying its strategic purpose
and the operation under which both the company and the employee are governed, as well as general
information about the position to new personnel or those who are being inducted to a new position. It is
necessary to generate evaluations to identify the skills or possible failures that occur at the time of
induction and re-induction and improvements can be generated. It is recommended to train all employees
and especially a person in charge of the application of this program and to hold a type of meeting to
provide feedback on the evaluation in order to establish corrections.

It is essential to establish a procedure to carry out a Performance Evaluation, since it generates a step-
by-step procedure to follow to carry out such evaluation and make it more effective and agile. It is
recommended that employees know the skills they should have and develop in their specific area of
work, as this helps to improve their performance and therefore to get closer to the purpose of the
company's corporate purpose. It is necessary to have a person or personnel in charge, as in the induction
and re-induction program, who is trained to apply this evaluation. It should be noted that according to
the methodology used, which is essential to define before the evaluation procedure, employees should
be trained so that they are aware of the development of their activities and the performance they must
achieve in the development of the same. It is very important to recognize the performance achieved by
an employee, as this motivates them even more and makes them love their work, which creates a good
and harmonious work environment.

For the performance evaluation program, it is recommended to carry out evaluation tests in which the
employee makes his or her performance known and in turn makes known how satisfied or dissatisfied
he or she is in his or her workplace and allows establishing where measures should be taken.

Table 1. Recruitment profile

RECRUITMENT PROFILE-ELEMENTS OF COMPETENCE
Verification Method Level of Importance
A. Resume A. Required
B. Human talent interview
C. Interview Immediate supervisor
D. Standard test
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E. Certificates and diplomas B. Preferable
F. Reference Checks
G. Personality test
H. Legal documents (as established by the institution)

It is recommended that Nortmedic Cucuta IPS S.A.S. carry out a general socialization for the workers of
the assistance and administrative area where each of the documents prepared is made known and their
content is specifically explained to them, since the company currently sends these documents indirectly
through institutional mail. The performance evaluation in an organization is a process that must be carried
out with certain constancy, since it facilitates the growth of the entity through the knowledge and
valuation of its personnel. It consists of a process of setting objectives and evaluating individual and
group behavior and achievements during a certain period of time. In addition, advice and feedback should
be given on how to improve employee and group performance, as well as working relationships. Good
performance is achieved when workers have clear priorities and objectives, and when they establish what
improvements should be made and communicate among coordinators, leaders and assistants, to
determine what is the approach to do a better job.

The observation and evaluation of personnel is important and is part of the responsibility of superiors,
not only to qualify their performance but to generate positive changes in this, and for making decisions
that have to do with promotions, transfers, training, incentives or dismissals. The use of performance
evaluation is important in every company, because it not only provides information about the employee
but also about the company's performance. A proper evaluation requires objectivity in order to strengthen
labor relations, thus avoiding the generation of conflicts within the company.In Nortmedic Cucuta IPS
S.A.S., according to the analysis obtained from the application of the diagnostic survey for the
performance evaluation program it was observed that this process has never been carried out in the entity,
therefore, it was necessary to design a physical document where the steps to perform a competency-
based performance evaluation are clearly explained.

The performance evaluation program of Nortmedic Clcuta IPS S.A.S., has a structure that begins with
an introduction to the program and the benefits that the application brings to the entity and its workers,
among which we can highlight the improvement in the provision of high complexity services in the
department.The general objective is to establish this program in the company, and the three specific
objectives describe the three important aspects that must be carried out to implement this program in the
IPS, which are: first describe the methodology to be used, second design the evaluation tests to be applied
to employees and finally the actions to be taken according to the results obtained in the evaluations.

In the scope of the program, it is clarified that it is aimed at workers in both the assistance and
administrative areas, the legal framework that applies to it and those responsible for conducting the
performance evaluation by competencies who are: the quality coordinator, the human talent coordinator
who is the same administrative coordinator and finally the leader of occupational safety and health. Next,
the methodology to be used is defined, which is the 360° evaluation of Marta Alicia Alles in her book
Performance by Competencies, which allows measuring the employees, with this the strengths and
weaknesses of these are known and with the information corrective measures could be taken.

The 360° evaluation consists of each employee evaluating more than one person, which provides a better
vision, as opposed to if only the immediate boss or superior were to do it. The way to perform this
procedure according to the methodology to follow is that each employee must evaluate a colleague of
the same position or who is in the same hierarchical level, must also evaluate his superior and a
subordinate for the cases of the manager, coordinators and leaders, but not for assistants since they do
not have subordinates. This type of program is used to measure the performance of human talent, evaluate
competencies and serves as a basis for implementing action plans, it is also a tool that provides
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information on all the perspectives that a worker may have from his job, it also generates a better working
environment because at the time of the evaluation teamwork is encouraged and constructive criticism is
made.

It is proposed to follow a procedure, which proposes to train the workers, this is a very important aspect
for both the evaluators and the evaluated since with this they will know which competencies are going
to be evaluated and the procedure to follow, they must be informed about the format under which the
evaluation is going to be performed, then it establishes that the objectives to be achieved according to
the positions must be known, these must be achieved by complying with the responsibilities, functions
of the position, competencies and behaviors, then it mentions that it is intended to inform the worker
about general aspects of his job such as contracts, dates of entry, change of position, leaves of absence
due to incapacity, calls for attention among others, dates of entry, change of position, leaves of absence
due to incapacity, calls for attention, among others, and the competencies that must be had for each
position that are established in the manual of functions in the profiles of each job position must be
identified, in addition, the evaluated is available to perform the evaluation according to the methodology
that is proposed, This must be notified in writing, it is decided to fill out the form and then go through a
process of tabulation and analysis of the information and thus generate an analysis of what was the
performance evaluation by competencies and take corrective actions according to the results.

The competencies that each employee in the assistance and administrative area must have are clarified,
where these competencies are the skills they must have to be able to perform their duties and thus have
a better performance regardless of the complexity of their tasks.For the elaboration of the evaluative tests
of the performance evaluation program, the most important skills are taken into account according to the
tasks that the worker performs with respect to his position, for this purpose, skills are taken for the
administrative area, which will be established at the management level depending on the administrative
activity that is performed. Such management can be identified as technical, human resources
administrative, among others.

The development of the induction and re-induction program was based on the results obtained in the
diagnosis, since with this I can analyze what information should be provided to the worker that is fair
and necessary to be able to develop their functions and responsibilities, where this is given general
information about the company and also specific data of their job.It was found that employees have not
been evaluated in terms of their job performance. Therefore, a competency-based performance
evaluation program was established based on the 360° evaluation methodology. This process seeks to
determine the attitudes, performance, work behavior and competencies of the employee in the
performance of his position.

The performance evaluation established for Nortmedic Cucuta IPS S.A.S., is based on the 360°
evaluation methodology of Marta Alles and this will serve to direct and control the personnel in a fairer
way, and to check the effectiveness of the personnel selection processes. Furthermore, with the results
obtained from this process, corrective actions can be taken with the objective of improving the
competencies that do not have the necessary level and on the other hand, the incentives that can be
granted to the worker who obtains a superior performance in the evaluation tests.

Conclusions

This scale establishes the types of misconduct that can be generated within the company, which are
divided into minor and serious misconduct, each of which leads to some type of sanction through verbal
warning, memorandum, written warning and suspension from work, in addition to the procedures for
verifying misconduct and forms of application of disciplinary sanctions. It also includes the social
security to which the worker is subscribed, the work schedule he must comply with, the leaves he may
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request and how he must do it, the equipment provided by the employer, the salary to be earned, and it
is explained what a temporary worker is entitled to, who must not last longer than one month in the
company in order to comply with these conditions.

In addition, overtime and night work, the legally mandatory rest days for the employee that the company
must grant, the paid vacations to which the employee is entitled, the prescriptions of order that are the
duties that must be fulfilled, the prohibited work for women and minors under 18 years of age who are
working or doing internships in the entity, Nortmedic's obligations to the employee and the employee's
obligations to the company, the special prohibitions for the IPS, the causes for which the contract can be
terminated unilaterally between the two parties and the mechanisms for the prevention of labor
harassment and the internal procedure to be carried out for its solution.

The last point within the structure of the induction program for Nortmedic Cucuta IPS S.A.S., are the
evaluative tests that were taken from ARL SURA, which serve to verify whether the induction mode
provided is optimal or not, these are composed of dichotomous questions which have two answer options
which are; is the information clear? or would you like more information? these are marked with an X,
13 questions are about the presentation of the company and 8 about the generalities of the worker. 50.45%
of employees are aware of the risks to which they are exposed while performing their work, while 49.55%
are not aware of the risks. 63.06% were familiar with the canteen services that the IPS used to have but
are currently out of service and finally, 69.37% of the employees were not aware of the company's
facilities plan.

According to the results, most of the aspects of an induction program were fulfilled, but at present there
is no physical document on what information should be provided to the worker, nor those responsible
for this procedure and the means by which it should be carried out at the time of entering the job, the
induction that was performed to workers was general and was carried out on the day the IPS began to
provide its services.

A very important aspect for the administrative area of the company is the technological platform with
which each of the employees work. This is known as GHIPS, which manages the medical records of
patients through the implementation of a hospital management model, which has assistance, financial
and accounting modules.

The second numeral refers to the generalities of the worker where all the responsibilities that they have
for the company are specified, the specific functions in the respective job position which must be
provided by the immediate boss and these are compiled in the manual of functions of Nortmedic Cucuta
IPSS.AS.
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