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SUMMARY

Ren Li. Improvement of the human resource management system of
construction enterprises.

Master's thesis in the specialty 073 «Management», EP «Administrative
Management» SNAU, Sumy-2024 - Manuscript.

XX Real Estate Company is a high-quality real estate enterprise, since its
establishment in 2002, the enterprise organization structure is basically clear,
successfully developed a number of real estate, accumulated rich development
experience, has a certain amount of land reserve. However, with the continuous
introduction of relevant policies and the increasingly fierce competition in the industry,
XX company has also exposed many contradictions and problems in human resource
management, such as the imbalance of post structure, the lack of clear human resource
planning, the lack of systematic recruitment mechanism, the imperfect salary and
welfare system, the lack of comprehensive performance management, and the high
talent turnover rate, which have become important factors restricting the development
of the company.

By comparing the research results of scholars from various countries, this thesis
analyzes the existing problems in human resource management of XX company
through interviews with employees and managers of XX company and questionnaire
survey, and uses the theories and methods of human resource development
management to find out the causes of these problems. On this basis, corresponding
solutions and optimization suggestions are put forward. At the same time, the
iImplementation steps and safeguard measures of the optimization scheme are put
forward. It is hoped that through the research of this thesis, the first is to enhance the
awareness of the company management to the importance of human resource
management, to promote the status and role of human resource management to a new
height; The second is to clarify the development direction and way of the company's
human resource management, improve the company's human resource management
level, and provide a theoretical basis for consolidating the company's dominant
position in the real estate industry. In addition, the results of human resource
management optimization scheme obtained from this study also have certain reference
value for other real estate companies.

Keywords: Real estate enterprise, Human resource management, Optimization
plan
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AHOTANIA

Yen JIi. YI0cKOHAIEHHS CHCTEMH YNPABJIHHA MEPCOHAJIOM OyAiBeJbHHUX
MiINPHEMCTB.

Maricrepcbska pobora 3a cnemiajgbHicTiIO 073 '"Menexxment', OIIII
"AnminictpatuBHuii MmenexxMenT'" CHAY, Cymu-2024 - Pykonuc.

JlocnikyBaHe MiAIPUEMCTBO € OJHUM 13 JiJepiB PUHKY HEPyXOMOCTi. 3
MOMEHTY cBOro 3acHyBaHHs B 2002 porii opraHizaiiifHa CTpyKTypa MiJIpHEMCTBA
J03BOJIMJIA YCHIITHO (PYHKIIOHYBaTH B cdepl HEPYXOMOCTI, HAKOIMUUUTH OaraTuii
JOCBIZl PO3BUTKY, c(OpMyBaTH MEBHY KIIbKICTh 3eMeNIbHMX 3amnaciB. OaHak 13
MOCTIMHUM 3alpOBa/KEHHSAM BIAMOBIIHOT MOJITHKH Ta JeAalli KOPCTKIIIOO
KOHKYPEHLII€I0 B raty3i, AisUIbHICTh MAMPHUEMCTBA 3a3Halia 0arato 3MiH, 10 MPU3BEIIO0
70 TOSBM HU3KUA MpoOJeM B YNPaBIIHHI JIIOJCHKUMHU pecypcamu, TAKUMHU SK
He30aJaHCOBaHA YMPAaBIIHCbKA CTPYKTYpa, BIJACYTHICTh YITKOTO IUIAaHYBaHHSA
JIOJICBKUX PecypciB, BIJICYTHICTh CHUCTEMAaTUYHOTO MEXaHI3My HaillMy KaJpis,
HEJJOCKOHAJIa CHCTEMa OIUIaTH Ipall Ta COIL[aJIbHOr0 3a0e3MEeYeHHs], BIJICYTHICTb
KOMILJIEKCHOT'O YIIPaBJIiHHS MPOAYKTHUBHICTIO Ta BUCOKA IUTMHHICTh KaJpiB, SIKI CTaJIN
BOXJIMBUMH (PaKTOpaMHu, 110 CTPUMYIOTh PO3BUTOK KOMIIaHIi.

[TopiBHIOIOUM  pe3yJibTaTH JOCHIJKEHb BYEHMX 3 PI3HUX KpaiH, B
KBaTiiKaiiiHiil poOOTI IOCTIIKEHO 1ICHYI0Ul MPOOJIeMH B YIPaBIiHHI JIFOJACHKUMU
pecypcaMd KOMMaHIi LUISIXOM IHTEPB’I0 Ta AHKETYBaHHS 3 TMpaliBHUKAMH Ta
MEHEKEpPAMH MIAMPUEMCTBA. TaKOK BUKOPUCTAHO TEOpli Ta METOAM YHPABIIHHS
PO3BUTKOM JIIOJICBKUX PECYPCIB, IO CTAJIM OCHOBOIO ISl (POPMYBAHHS MPUYUH LIUX
npobiem. Buxoasun 3 oTpuMaHUX pPe3yJIbTAaTiB BUCYHYTO BIAIMOBIIHI PIIICHHS Ta
IIPOIIO3UIIT 010 onTUMI3allii. BogHouac 3anpornoHoBaHO 0 BIPOBAIKEHHS CUCTEMY
peanizauii 3axoAlB 3aXMCTy MpaliBHUKIB B yMOBaxX ONTUMI3allii, KOTpa, 30KpeMa,
J03BOJIIE MIABUIIUTA OOI3HAHICTh KEPIBHUIITBA KOMIIAHII IIOJI0 BaXJIMBOCTI
YOpaBIIHHSA JIOJCBKHUMHU pPecypcaMu, MIJBUILEHHS CTATyCy Ta pOJl yHpaBIIIHHS
JIOACBKUMHU pecypcaMu. YTOYHEHO HAaNpsIMU PO3BUTKY Ta LUISIXU YIPaBIIHHS
NEPCOHAJIOM KOMIIaHii, OpI€EHTOBAaHUMH Ha TMOKpAIEHHS PIBHSA yIPABIIHHSI
NEPCOHAJIOM KOMIaHii, 3a0e3neueHHs 0a3ucy i 3aKpilyIeHHs JOMIHYIOUO1 MO3UIIT
KOMIIaHii B rairy3i HepyxoMocTi. Kpim Toro, oTpuMaHi pe3yibTaTi CX€MHU ONTUMI3allli
yIOpaBIiHHS JIOACBKUMHU PECypcaMH TaKOX MalOTh TEBHY €TaJOHHY I[IHHICThH JIs
THIITMX KOMIIaHi#, 110 3aiMar0ThCsI HEPYXOMICTIO.

Kiro4oBi cioBa: mianpueMcTBO 3 HEPYXOMOCTI, YMPABIiHHS TMEPCOHAIOM,

ILUIAH OIITHUMI3AIl].
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INTRODUCTION

Relevance of the topic. Influenced by factors such as economic environment,
national policies and local governments, China's real estate enterprises have undergone
tremendous changes, gradually realizing the transformation from single operation to
group company, from regional operation to national operation, and from Chinese
characteristics to international leadership. With the development of the industry
becoming more and more mature, the characteristics of the real estate industry such as
large investment, high risk and long construction period put forward higher
requirements for modern talents, so many high-end real estate companies began to
change from labor-intensive to talent-intensive in order to achieve long-term and stable
development of enterprises. From identifying talents, absorbing manpower to
introducing talents, the development of human resource management in real estate
enterprises seems to be on the right track.

The status and role of talents in enterprises are increasingly prominent, and
managers are gradually aware of the truth that "those who get talents, get the world".
The competition of enterprises in this century and even in the future is inseparable from
the competition among talents. Enterprises should start from their own advantageous
fields, focus on their core competitiveness, constantly improve the human resource
management system, accelerate the digital transformation of human resource
information, and cope with the new opportunities and challenges brought by the new
period and new stage. "Real estate + talent™ will perfectly explain what is win-win, so
enterprises must attach importance to talents, grasp each talent with unlimited
potential, to motivate them, fight side by side with them, and create greater value for
the enterprise, which is the current real estate enterprises must think deeply. In the
years from 2019 to 2022, the world was hit by the COVID-19 pandemic, and the
situation at home and abroad was complicated, but the performance of China's real
estate market was stable. China's current construction total of more than 40 billion
square meters, the prospect of the real estate market is promising, economic macro-

control is widespread in the real estate market, the original single project of small real
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estate enterprises more difficult to go, and large-scale multi-project enterprises

generally have management problems.

The purpose and objectives of the study. The purpose of study is analyzing the
actual problems of human resource management with the help of advanced theoretical
knowledge and ideas of human resource management, and put forward corresponding
optimization suggestions and measures, so as to clear the obstacles on the road of
development for the company and achieve the company's long-term strategic goals and
sustainable and healthy development.

The object of study is the impact of human resource to the sustainable
development of the enterprise and the long-term stability.

The subject of research is the system of human resources of XX Real Estate
Company.

Research methods: Human resources refer to the knowledge and physical
strength derived from human beings themselves. In the modern economic management
system, human resource management is interpreted as "a general term for the
development, allocation, organization, supervision, regulation and protection of human
resources carried out by an organization." Human resource management refers to the
effective management and reasonable allocation of relevant human resources through
the management forms of "selection, use, education and retention" under the guidance
of economics, management and ethics, so as to meet the needs of organizational
development. In other words, "Human resource management is the effective
management of people at work, specializing in issues related to employees."

The database includes scientific research achievements of scientists at home
and abroad in problem areas, national statistical report data, world statistical report
data, publication of official and scientific journals, report information of enterprise
manufacturers, and information of international and Chinese science time conferences.

Scientific novelty of the results. The concept and characteristics of the human
resource is the core resource of the enterprise, which is related to the sustainable
development of the enterprise and the long-term stability of the country and society.

From the perspective of economics, resources refer to the objective existing things that
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can bring new use value and value to people, and are all elements that are put into the

production process in order to create material wealth.

The practical significance of the results is a basis for further research on the
theory, methods and practice of human resource management refers to the effective
management and reasonable allocation of relevant human resources through the
management forms of "selection, use, education and retention" under the guidance of
economics, management.

Personal Achievements:

1 Ren Li IMPROVING OF THE XX REAL ESTATE COMPANYS
HUMAN RESOURCE MANAGEMENT SYSTEM. Marepiaiu HayKOBO-IIPAKTUYHOT
KOH(epeHIlil BUKJIagayiB, acmipaHTiB Ta cTyaeHTiB Cymcbkoro HAY (25-28 kBiTHA
2023 p.). Cymu, 2023. C. 377.

2 Kharchenko T.O., Ren Li REAL ESTATE ENTERPRISE HUMAN
RESOURCE MANAGEMENT STRATEGY. Modern aspects of modernization of
science: status, problems, development trends. Materials of the 35th International
Scientific and Practical Conference August 8, 2023, Istanbul (Turkey). C. 201-204.

The structure and scope of work. Qualification work consists of an
introduction, three chapters, conclusions and suggestions, a list of references, which
consists of 36 titles. The main text is placed on 58 pages of computer text, the work

contains 13 tables, 9 figures.
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CHAPTER 1.

THEORETICAL BASIS OF HUMAN RESOURCE MANAGEMENT

At present, scholars from various countries have conducted comprehensive and
systematic research and interpretation of HRM theories, and Chinese real estate
companies have also accumulated certain theoretical experience and practical basis for
it. However, in general, the research on HRM in China started late, developed slowly,
and there are still problems such as imperfect system and inadequate management.
Through the combing and research of human resource management of XX real estate
company, the article supplements and improves the existing human resource
management theory of XX real estate company.

Based on human capital theory, equity theory, hierarchy of needs theory and
other theories, this thesis takes XX Real Estate Company as the research object,
collects data through investigation and research, and analyzes the basic situation of
human resource planning, recruitment and allocation, salary system, training and
development, performance management and other aspects of the company. Expose the
outstanding problems existing in the company's existing human resource management
system, find out the causes of errors, correct the symptoms, and put forward
corresponding optimization suggestions and improvement measures. It is hoped that
with the efforts of this thesis, the management level of XX Real Estate Company can
be greatly improved, the guarantee role of human resource management system can be
fully played, the company can rationally mobilize and allocate internal resources,
stimulate the initiative, creativity and enthusiasm of employees, constantly refresh the
historical performance, and maintain the company's leading position in the local real
estate industry. And provide reference for similar companies.

Since the 1970s, scholars from various countries have conducted extensive and
in-depth research on the problems and difficulties of human resource management in
real estate enterprises. Some scholars put forward macro suggestions on the common
problems existing in human resource management of real estate enterprises. Another

part of scholars discussed from a micro perspective, subdivided enterprise human
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resource management into six parts: human resource planning, recruitment and

allocation, training and development, performance management, salary and welfare
management and labor relations management, studied the application of these parts in
different types of real estate enterprises, and proposed relatively specific solutions.
Macro human resource management pays attention to the long-term
development of enterprises and the completion of strategic objectives, and carries out
the overall planning and arrangement of enterprise human resource management from
the organizational level, in order to point out the direction for the healthy and
sustainable development of enterprises. Martin & Black (2006) elaborated the
applicability of various management tools in enterprise human resource management.
Its human resource management focuses more on the scientific selection and
employment mechanism, the depth of corporate culture, the loyalty of employees to
the enterprise and the rationality of the salary and performance system, all of which
may become the key factors determining the success or failure of the enterprise.
Phillips &Roper (2009) clarified the overall framework of enterprise human resource
management and believed that real estate enterprises should attach importance to the
comprehensive quality of employees, strive to improve their internal cultivation and
external performance, enrich training content, innovate training methods, and
implement appropriate incentive systems. The synergy of material incentive and
spiritual incentive, individual incentive and collective incentive enhances the desire of
employees to pursue learning and work, and promotes the virtuous cycle and
sustainable development of enterprises. Lin P (2021) analyzed strategic human
resource management and international human resource management as the main fields
of human resource management from a macro perspective, and analyzed the evaluation
of human resource management benefits and the specific functions of human resource
management from a micro perspective. Liu, Zj (2020) believes that the improvement
of enterprise performance is closely related to strategic human resource management.
In the digital era, enterprises must break through the traditional concept and mode of
human resource management, make full use of computer technology, accelerate
innovation-driven, and build information, digital and intelligent human resource

management. Chen, Y (2019) believes that information should be integrated into the
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planning, decision-making, implementation and feedback of human resource

management, and an efficient and comprehensive information platform should be built
to improve the efficiency of income generation of enterprises. Ma, Sh (2020) believes
that the long-term development of enterprises needs to integrate fine management with
big data, refine each link and process to better realize the value of human resource
management based on the strategic goals of enterprises.

With the continuous development of human resource management theory, the
theory has become more mature, so in recent years, western scholars have strengthened
the research on the application of human resource management. Bauer Wilhelm et al.
(2014) believe that the manufacturing market fluctuates greatly and the delivery time
is short. Therefore, manufacturing enterprises need to improve the overall flexibility
and adaptability of the organization and implement flexible overall planning for human
resources. Milena et al. (2015) studied the impact of human resource management on
supply chain management of real estate enterprises based on structural equation model,
and believed that such impact would play a positive role in customer satisfaction and
organizational performance. Mirta Diaz-Fernandez et al. (2015) conducted a multi-
faceted investigation on the role of human resource management in the innovation of
real estate enterprises, and found that there was a significant positive correlation
between full-time employees and innovation. Pelin Vadarher (2016) focused on the
study of strategic human resource management in critical periods, believing that human
resource department is the most effective assistant to the top management in crisis
times, and human resource management plays a pivotal role in crisis management
stages to ensure business continuity and stability. Cemal Zehir et al. (2016) believe that
if real estate enterprises pursue entrepreneurial-oriented goals, strategic human
resource management will automatically provide necessary human capital, adequate
training, and competitive compensation and reward system to achieve the company's
long-term goals and strategies. Song, Lp(2014), Guo, Aq (2015) and Yan, Yj (2017)
believe that enterprises should first change the concept and attitude of training, and
realize that training is the driving force for the survival and development of enterprises.
According to the needs of employees, all employees should participate in training, and

different training contents and methods should be adopted for employees in different
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positions. Wan, Jt (2016) focuses on the performance management of real estate

companies, uses the Balanced scorecard to measure the consistency of financial and
non-financial indicators, and focuses on the unity of stakeholders and corporate
strategic objectives. Zhao, Ch (2016) designed various performance appraisal
indicators. The first-level indicators mainly include the ability to adapt to changes, the
ability to learn independently, the ability to innovate and create, the ability to predict
the future, the ability to adjust and adapt, and the ability to withstand pressure. The
first-level indicators are also designed to expand and supplement the subdivided
second-level indicators. Xie, Zw (2018) believes that the smallest operating cell of a
real estate enterprise is not a position, but a team. Set up a reasonable performance
appraisal system and staff promotion system, give full play to the collective power,
constantly improve the staff's sense of responsibility, self-efficacy and the overall sense
of service, and provide guarantee measures for the effective implementation of all
programs.

From personnel management to today's human resources, European and
American scholars have studied human resource management earlier than Chinese
scholars, and are ahead of China in terms of maturity and advanced nature. Many real
estate enterprises generally have defects in staff recruitment, salary management,
performance appraisal and so on.

This thesis first describes the research background and significance of human
resource management, and clarifies and comments on the literature of some scholars
in various countries. Secondly, it defines and summarizes the related concepts and basic
theories of human resource management, then analyzes the current situation and
existing problems of human resource management of XX Real estate Company,
proposes solutions to the problems, and corrects and improves its human resource
planning, recruitment and allocation, salary system, training and development, and
performance management. Then, in order to further optimize the human resources
management of XX real estate company, it puts forward specific improvement
countermeasures and safeguard measures. Finally, it analyzes and states the difficulties
encountered in the research implementation process, the possible shortcomings or

defects of the article itself and the innovation points.
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As the name implies, real estate companies refer to real estate design and

development, operation and management, leasing services, etc., from these economic
activities to earn profits and independent accounting enterprises, with the following
three characteristics: 1) fixed business objects. Companies that are active in this field
and whose business scope involves real estate are all operating in real estate and have
the characteristics of fixed location and immobility. 2) The service nature of the
business. In the process of carrying out business activities of real estate enterprises,
related activities such as land expropriation, demolition, transfer and sale, or house
rental and sale, mortgage repayment, will inevitably involve negotiations,
consultations, planning and other legal matters. 3) The aggregation of talents and funds.
In the process of operation, real estate enterprises cannot do without professional
talents and sufficient financial support. Each project they operate covers a large amount
of information and requires a large amount of working capital turnover, which is a
capital-intensive enterprise. At the same time, the business scope of real estate
companies involves civil construction engineering, law, finance, accounting, and other
aspects, which requires a large number of talents with solid professional knowledge.
The successful operation of real estate development companies often depends on the
coordination and cooperation of talents with various professional knowledge, which is
a talent-intensive enterprise.

Peter Ferdinand Drucker, the originator of modern management, put forward and
defined the important concept of "human resources" in 1954. Human resources refers
to the total labor capacity of people within a certain range, or the sum of intellectual
labor and physical labor that can promote the development of the whole economy and
society. With the continuous development of human resource theory, a more systematic
and complete human resource management theory has gradually formed, which has
been widely accepted and recognized by the vast majority of enterprises in practice,
and has matured in the 1980s, gradually replacing the position of personnel
management in enterprise management.

Human resource management refers to the reasonable allocation of the human
resources mastered by the enterprise to each operation link of the enterprise under the

premise of conforming to the development strategy of the enterprise, which includes
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six parts: employee recruitment, training, use, assessment, incentive, and adjustment.

To achieve the purpose of giving full play to the initiative of employees, stimulating
the potential of employees, enhancing the value of enterprises, bringing the inflow of
economic benefits of enterprises, and ensuring the realization of the strategic objectives
of enterprises. From each link to the implementation process, it constitutes the circular
system of enterprise human resource management. These processes mainly cover
employee recruitment and employment, human resources planning and management,
training management, employee labor contract and social security management, salary
approval and adjustment, performance appraisal management, employee internal
transfer, employee satisfaction survey management, employee career planning
management, employee dimission management, etc. Human resource management is
the process of using scientific methods to coordinate and deal with the relationship
between people and things, and rationally deploy the limited human resources mastered
by enterprises to serve the strategic goals of enterprises by exerting the subjective
initiative of people.

Equity theory means "not taking sides and equal rights and responsibilities of
each party". Equity theory in economics refers to the fair distribution of economic
results. No matter what kind of distribution system or management mode can achieve
absolute equity, it is necessary to ensure that the gap between members of society will
not be too great, resulting in people's sense of injustice. With the deepening of the
research on psychology and social behavior, Western scholars have made a relatively
comprehensive elaboration and definition of equity, especially the Equity theory,
proposed by American psychologist J.S.Adams at the end of the 20th century, which
mainly includes three aspects: the fairness and rationality of employee pay distribution
and the enthusiasm of employees. Equity theory points out that employees' satisfaction
with income will affect their work enthusiasm; Employees not only care about their
absolute income, but also pay more attention to relative income, that is, the fairness of
compensation distribution in the enterprise. Employees compare their own labor and
income with that of employees in similar positions vertically, and also compare their
current labor and income with that of the past. If the employee finds that his income is

slightly higher than that of employees in similar positions, or the current income level
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is not much different from the past income level, the employee will feel fair and

satisfied, and he may keep the current work status or even actively work. On the
contrary, if an employee finds that his or her income differs greatly from that of other
employees, or that the current income level is inconsistent with the previous income
level, it will cause dissatisfaction among employees, and he or she may sabotage work,
create public opinion and even quit. The views put forward by the equity theory are of
great significance to the construction of modern compensation system, which
encourages employees to work hard with enthusiasm and make unremitting efforts to
achieve the common goals of the organization.

The Key performance indicator method, also known as the KPI method, was
proposed by D.R.Daniel. It is an important part and one of the common methods of
performance management, which divides the strategic objectives of an enterprise into
departments and individuals at various levels and evaluates the work performance
achieved by departments and individuals through quantitative management indicators.
It has the function of accurately evaluating performance and clarifying behavior
orientation. KPI method has several significant features. First, it is systematic. By
breaking down strategic objectives, KPI method refines the overall and long-term
corporate strategic objectives into measurable and specific job objectives, which are
adjusted as the company's strategic objectives change. The second is controllability.
The KPI method excludes uncontrollable factors, measures directly controllable
results, avoids other environmental or redundant factors from affecting performance
results, and makes job performance better match performance objectives. Third, it is
critical. KPI method mainly evaluates the work that plays an important role in the
company's strategic goals and captures the main contradictions. The fourth is
reasonable. KPI method is the result of full participation and joint discussion. It is
neither compulsory nor free, and it is a method and system formulated by consensus
and comprehensive consideration at the level of the company.

The determination of key performance indicators should follow the SMART
principle. S is specific, which means that each indicator in the performance appraisal
must be clear and accurate, and should not be vague or general. M is measurable,

meaning that the performance indicator data or related information can be easily
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obtained and read; A is attainable, which means that the performance indicators can be

achieved with the hard work of the employees; R is realistic, which means that the
performance indicators are closely combined with the company's strategic objectives,
and the sub-objectives of various departments and employees, and have a considerable
correlation to ensure the effective formulation of objectives. T is the time-bound,
emphasizing the completion period of performance indicators, and cannot be timed out.

KPI method combines organizational interests and individual interests to reach
a consensus and form a "win-win" situation. Through the hierarchical decomposition
of strategic goals, employees can better control and coordinate their behaviors, shift
the focus of employees' attention to how to achieve corporate strategic goals through
their own activities, and promote communication and exchange between departments.
Stimulate the subjective initiative and work enthusiasm of employees, effectively
improve the operation efficiency and work progress of the enterprise, timely discover,
diagnose and correct major problems in the management process, and move forward
to complete the strategic goals of the enterprise.

In 1943, Abraham Maslow proposed that human behavior is based on satisfying
certain degree of needs. He divided human needs from low to high into five levels:
physiological needs, security needs, belongingness and love needs, respect needs and
self-actualization needs. Although the needs of these five levels do not appear in
complete sequence, enterprises can take corresponding incentive measures according
to this law to stimulate the enthusiasm of employees and meet the needs. For employees
of enterprises, the first is to meet the physiological needs, that is, food, water, sleep and
other needs, they are the basic conditions for people to survive, you can appropriately
increase wages, improve welfare benefits, so that employees have time to fully rest.
After eating and drinking enough, there is a second need to make security needs, that
is, stability, protection, exemption from anxiety and panic, etc., enterprises should
improve the insurance system to protect employees from unemployment. The third is
the need for belonging and love. People are eager to establish contact with others and
make friends. Harmonious interpersonal relationships bring happiness and a sense of
belonging to people. The fourth is the need for respect, that is, self-esteem and respect,

which makes people believe in their own ability and value, and can bring greater
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creativity, recognition, praise, encouragement, awarding honorary certificates and

other ways to encourage employees to work harder. The last one is the need for self-
realization, people pursue to constantly improve themselves, beyond themselves, so as
to better devote themselves to work.

The original five-stage model has now been expanded to eight stages, adding
cognitive needs, aesthetic needs and transcendental needs. The first five needs are
innate, the last three can change according to changes in external conditions, and only
when the lower needs are fully satisfied will the higher needs be caused. On the basis
of fully understanding the needs of employees, managers need to use the theory of
hierarchy of needs to motivate them appropriately, and take various ways to encourage

employees scientifically and reasonably in different periods and situations.
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CHAPTER 2

XX REAL ESTATE COMPANY HUMAN RESOURCE MANAGEMENT
PROBLEMS AND REASONS

2.1 Overview and Research of real estate companies

The XX real estate company was established in September 2002, is now a
national first-class qualification of real estate development enterprises, registered
capital of 135 million RMB, mainly engaged in real estate development, housing
leasing and other businesses. Since its establishment, XX real estate company has
developed several well-known real estates, product lines covering high-quality
residential, high-end apartments, office buildings, hotels, commercial streets, villas and
other forms, with a total development and construction area of 10 million square
meters. With its professional ability, high-quality products and good reputation, XX
real estate company has won many honors such as "Honest and trustworthy Enterprise
in the real estate industry of ** Province", "Advanced Unit in Real Estate
Development", "Top Ten Enterprises in the development strength of ** Province".
Currently, the projects under development or to be developed cover a total area of more
than 2 million square meters.

The development of XX real estate company can be roughly divided into four
stages, namely, the initial stage from 2002 to 2005, the development stage from 2005
to 2010, the growth stage from 2010 to 2015, and the take-off stage from 2015 to 2020.
Since its birth in 2002, XX real estate company has developed commercial street
projects, comprehensive market projects and residential projects successively. As A
new force involved in the real estate field, XX real estate company has obtained real
returns for the company with a high sense of responsibility and hard work spirit, and
XX real estate company has been able to get a smooth start. After 2012, XX real estate
company was promoted to the national first-class qualification real estate development
enterprise, and successfully passed the SO9001&14001 quality and environmental

management dual system certification.
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Figure 2.1- Organizational structure of XX real estate company

Source: [15]

27

As shown in Figure 2.1, XX real estate company now has more than ten

departments. The general responsibilities of each functional department are shown in

Table 2.1.

Table 2.1- Main functions of each department in XX real estate company

Groups

Main Function

Administration Office

Administrative affairs, Secretarial work, Logistics support

HR Department

Recruitment, Compensation, Training, Performance appraisal,
Employee

Layout Department

Project planning, Event planning, Company promotion

Development Division

Technology introduction, Technology promotion, Technology
guidance

R&D Center

Market analysis, Product development, Material innovation

Technical Division

Improve and optimize existing products, Technical support

Cost control department

Cost control, Cost process supervision

Engineering Department

Project initiation, Quality cost, Safety management

Marketing Department

Marketing planning, Real estate sales, Market expansion

Investment Department

Company investment and development plan

Accounting Department

Financial budget formulation, Project investment, Investment
promotion

Rear-service Department

Enterprise asset operation management, Asset accounting

Source: [15]
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In order to get a preliminary understanding of the current situation and problems

of human resources allocation in XX real estate company, we invited middle, senior
and grass-roots managers to participate in the interview, including the company's
employee structure, employee recruitment, employee training mechanism
implementation, performance appraisal method, salary and benefits. Now the interview
content is refined and sorted out, and the following content related to human resource
management of the XX real estate company is obtained.

At present, the employees of XX Real estate Company are unreasonable in terms
of age structure, job structure and educational background structure. Senior managers
have a large management range, heavy burden, and a bloated organization. It is
understood that the recruitment system and performance appraisal system of XX real
estate company are not perfect, and the subjective impact of the recruitment process
and performance appraisal process is greater. As for salary incentive, XX real estate
company lacks diversified incentive means and only relies on basic salary, performance
salary and some irregular rewards to motivate employees. In general, XX Real Estate
Company has many problems in human resource management, among which, in terms
of performance salary, managers at all levels respond to big problems, so the interview
content is mainly sorted out, and the results are as follows:

Senior managers believe that at present, the goals of each department are
formulated according to the annual task plan, while the control of market fluctuations
is ignored, the formulation of strategies is not scientific enough, and the setting of work
effectiveness is wrong, resulting in the work process cannot be completed in
accordance with the normal schedule. In addition, the performance pay management
does not play a sufficient role in motivating employees and does not bring actual
income to the company.

Middle managers believe that: in terms of performance assessment, the general
assessment indicators, such as sales, cost, etc., are not further detailed in the
implementation process, so the assessment is not well-targeted and the assessment
results are not convincing. If employees are not satisfied with the assessment results,
there is no feedback channel, resulting in many employees being dissatisfied with the

assessment department. The final evaluation results are not accurate enough, nor can
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they truly distinguish the performance level and work level of employees.

Grass-roots managers believe that the company needs to publicize the company's
development strategy and institutional planning from time to time, so that every
employee can understand the development trend of the company and be able to link
their position with the overall development of the company. Employees should be clear
about the requirements of the company's system, understand their specific job
responsibilities and codes of conduct. At present, the company has not established an
effective feedback mechanism, and there is a lack of communication channels such as
work feedback and opinions.

In order to further understand the problems existing in human resource
management of XX Real Estate Company, we compiled a questionnaire and distributed
it to all employees of XX Real Estate Company, including senior managers. A total of
350 questionnaires were issued, 292 questionnaires were recovered, and 4 invalid
questionnaires such as insufficient answers, missed answers and random answers were
excluded. There were 288 valid questionnaires. Include six aspects: basic situation of
employees, human resource planning, recruitment and allocation, salary system,
training and development, and performance management.

According to the basic information of the survey, there are 181 male employees
in this survey, accounting for 62.85%, and 107 female employees, accounting for
37.15%. There are 143 employees aged 18-30, accounting for the largest proportion,
49.65%; There are 92 employees aged 31-40, accounting for 31.94%; There are 35
employees between 41 and 50 years old, accounting for 12.15%; Employees aged 50
and above accounted for the least, with only 18 employees, accounting for 6.25%.

In terms of academic qualifications, the proportion of the surveyed employees
with bachelor's degree is the largest, 54.86%, followed by junior college, accounting
for 31.60%, secondary school and below employees accounted for 6.96%, master's
degree and above employees accounted for the least, only 6.60%. There are 93
employees with working experience of one year or less, accounting for 32.29%. Most
employees have working experience of 1-5 years in XX real estate company,
accounting for 42.01%, and working experience of more than 5 years accounts for

25.69%.
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Table 2.2- Basic information statistics of respondents of XX Real Estate

Company
Question Type Count | Percentage | Question Type Count | Percentage
Male 181 | 62.85% Marketing =1 49 | 17,019
Gender Department
en
Female | 107 | 37.15% Layout 30 | 10.42%
Department
18-30 143 | 49.65% Development | 34| 10 430
Division
31-40 92 | 31.94% Administration | 35|15 150,
A Office
ge
41-50 35 12.15% HR Department | 30 10.42%
>50 18 | 625% Technical =15 |13 894
Division
Middl Department A -
iddle o ccounting 0
school ? 3.13% Department 12 4.17%
Educati High school 11 3.82% R&D Center 10 3.47%
ucatio
n ..
University 249 86.46% Cost control 9 3.13%
College Department
Master/ PhD. | 19 | 6.60% Rearservice | g 2.78%
Department
Less than 1 93 32299 Engineering 75 R 68%
year Department
Working 0 Investment 0
Seniority 1-5 years 121 42.01% Department 10 3.47%
MO;Z;?:‘“ S 74 | 25.69% Very important | 39 | 13.54%
ma?fiﬁlgsfﬁ;er 32 | 11.11% | Degrecof | Important s1 | 17.71%
importance
Management 35 12.15% of human Cqmparatwely 37 28 479%
. Layer resource 1mportant
Fierarchy Executive manageme
Layer 108 37.50% nt Unimportance 87 30.21%
Operational
Layer 113 39.24% Unknow 29 10.07%

Source: [15]

In terms of personnel allocation among departments, the sales department has
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the largest number of personnel, accounting for 17.01%, while the planning

Department, development Department, office, Human Resources Department,
technology department, engineering management Department accounts for about 10%,
and the financial audit Department, research and development center, cost control
department, asset management Department and Investment development Department

account for about 3%. The proportion of employees at management level and above is

about 20%.

2.2 Problems in human resource management of XX Real Estate Company

1) The proportion of posts is unscientific; the responsibilities and rights don’t match.

Staff position structure chart

10/‘010%

46% 25%

= Senior Manager

= Middle Manager
Technician

= Sales Personnel

Other Staffs

(]

Figure 2.2 - Staff structure chart of XX Real Estate Company
Source: [15]

At present, XX Real Estate Company has a total of 343 employees, as shown in
Figure 2.2. The current organizational structure of XX real estate company has three
levels, with fewer senior managers and more middle managers. Therefore, the
management range of senior managers is relatively large, and there is still a
phenomenon of one person dominating and excessive centralization, which brings a lot
of pressure to senior management. The general manager has to make decisions on
almost everything, the organizational execution is low, and the functions of various
departments are not effectively played. In addition, XX real estate company has many

functional departments, and some functional agencies have similar responsibilities and
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overlapping work.

According to the survey, 59.18% of employees think they are not qualified for
their current positions. Most employees think their jobs are too stressful and
cumbersome. Combined with the organization of XX Real estate Company, we can see
that the company has a large number of departments, and some departments have
overlapping phenomena. Some functions of these organizations are very similar, and
there may be duplication of work or mutual buck-passing, and the post structure is very

unreasonable.

Employee age distribution
80
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50
40
30

20
10 I
0 - _l [ -

Age 18-30 Age 31-40 Age 41-50 Age over 51

H Senior Manager B Middle Manager B Technician B Sales Personnel m Other Staffs

Figure 2.3- Age distribution of employees in XX Real Estate Company
Source: [15]

Figure 2.3 shows the age structure of employees in XX Real Estate Company.
From the perspective of age structure, the senior managers of XX real estate company
are older, and there are no senior managers under 30 years old. The middle managers
are mainly between 31-50 years old, and the vast majority of marketing consultants are
young people under 40 years old, and the marketing consultants between 18-30 years
old account for the largest proportion, and there are no marketing consultants over 50
years old. This structure is in line with the characteristics and requirements of
marketing consultants in the real estate industry, because real estate marketing needs
young people full of vigor and vitality. Technical personnel in 18-30 years old, 31-40
years old, 41-50 years old distribution is more evenly. Among other employees, the

number of young people between the ages of 18-30 is the largest, and the number shows
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a decreasing trend as the age increases. If the experienced old technical personnel retire,

it will not be conducive to the development of the enterprise.

3) The level of education is low.

Employee education structure

" " = Graduate of middle school

= Graduate of High school

= Undergraduate graduation

= Master/Ph.D graduate

86%

Figure 2.4- Education structure of XX Real Estate Company
Source: [15]

As can be seen from Figure 2.4, in XX real estate company, the employees with
bachelor's degree or college degree account for the largest proportion, accounting for
86.46%, and the employees with junior high school or below account for the least. The
proportion of employees with master's degree or above is only 6.60%, and the
proportion of highly educated talents among employees of XX Real estate company is
low, which will hinder the innovation and development of the company.

4) Lack of understanding of human resource planning

Do you think the HR plan is clear?

= Quite Explicit
= Explicit
= General Clarity
_ = Unclarity
L = Unknow

Figure 2.5- Statistics of human resource planning problem 1

Source: [15]
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The survey results show that only 23.61% of the employees who answered the

question about the clarity of the company's human resource planning think that the plan
is clear and definite, as shown in Figure 2.5. It shows that the human resources
department of XX Real estate company did not have enough understanding of the
company's development strategy and strategic objectives when formulating the human
resources planning, which makes the human resources planning unclear and the
direction unclear, and human resources management becomes a step by step, lacking

direction and purpose.

Do you think the HR management is perfect?

y

= Very perfectly

= Perfectly
Overall

= Incomplete

= Unknow

Figure 2.6- Statistical results of human resource planning problem 2

Source: [15]

As shown in Figure 2.6, it can be seen from the survey that the human resource
planning of XX real estate company lacks systematicness. When the human resources
department of XX Real Estate Company makes human resources planning, most
employees cannot perceive the relationship between their work content and the
company's strategic deployment, resulting in disconnection of work, which greatly
reduces employees' sense of work existence and achievement.

At this stage, the recruitment work of XX Real Estate Company is all in charge
of the deputy general manager of the human resources Department. It adopts the form
of current recruitment, mainly external recruitment, with few recruitment channels and
no special recruitment system and recruitment process. Usually, the human resources

department makes a rough human resources planning. When there are job vacancies or
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urgent manpower in each department, the head of each department will submit the

required job requirements to the deputy general manager for approval. After the
approval, the deputy general manager will notify the human resources department to
publish recruitment information through the Internet and leaflets and arrange
interviews. For candidates, resume screening and preliminary interview are completed
by the human resources department. The main assessment is the applicant's educational
level, relevant professional certificates, professional ability and communication and
coordination ability. The final round of interview will be jointly interviewed by the
deputy general manager and the head of the department of the required personnel and
make decide after consultation. For middle and senior managers, they are mainly

selected from within the company or appointed by the chairman of the board.

Recruitment and promotion norms?

a

= Very standard

B = Standard

")
Lol Generally suitable

= Unsuitable

= Unknow

Figure 2.7- Statistical results of recruitment and job promotion question 1

Source: [15]

According to the results of the questionnaire survey, 37.85% of employees
believe that the company's recruitment process and promotion procedures are not
standardized, accounting for the highest proportion of all options, followed by the
unknown, accounting for 32.29%, as shown in Figure 2.7. According to the interview
content, the recruitment process is relatively casual, and the selection of resumes is
greatly influenced by subjective factors. Employees have a low understanding of the
company's career plan, and the proportion of employees who are not clear and do not

know 1s 37.85% and 32.29%.
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At present, XX Real estate Company adopts the position-based salary system

according to the different positions and nature of employees. Members above the
deputy general manager of the company implement the annual salary system, which
consists of basic annual salary and performance annual salary; the remaining
employees implement the structural salary system, which consists of fixed salary,
bonus and benefits.

According to the nature and characteristics of the post, the difficulty of the job
and the size of the responsibilities, the salary of the staff is divided into four categories:
department manager, department deputy manager, supervisor and salesman, and each
post has three levels. According to employees' on-the-job performance and
competence, a total of three promotion channels are designed from low to high, as
shown in Table 2.3.

Table 2.3- Comparison table of job level and job salary of XX Real estate

Company
Name of Level of Rank salary Seniority
osition position Post wage pay gap
P Grade 1 Grade 2 Grade 3
Lever 3 8600 B7 B8 B9 600
Manager Lever 2 8300 B4 B5 B6 550
Lever 1 8000 B1 B2 B3 500
Lever 3 7460 C7 C8 C9 500
Deputy =1y over2 7230 c4 Cs C6 450
Manager
Lever 1 7000 C1 C2 C3 400
Lever 3 5300 D7 D8 D9 400
Department |y .. 5150 D4 D5 D6 350
Manager
Lever 1 5000 DI D2 D3 300
Lever 3 3300 E7 E8 E9 300
Employee Lever 2 3150 E4 E5 E6 200
Lever 1 3000 El E2 E3 100
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XX Real Estate Company has adopted the method of issuing rewards and

benefits to motivate employees. Employee rewards can be divided into year-end
rewards, special rewards, and other rewards. Year-end rewards are rewards given by
the company according to the completion of the company's goals in the past year, and
special rewards are rewards for employees who have made special contributions.
Benefits include statutory benefits and company benefits.

According to the questionnaire survey data, 63.13% of employees think that the
salary structure design is unreasonable, 26.78% of employees think that the salary
system is unfair, and 22.96% of employees think that the salary system is not flexible,
35.48% and 27.65% of employees think that the company takes little or very little
incentive forms.

According to the interview content, at present, XX real estate company only has
material rewards, such as year-end bonus and special contribution award. The year-end
bonus of ordinary employees is not large, and the special contribution award is more
difficult to get. In addition, only 34.26% of employees in the questionnaire believe that
the salary change standard is objective. As shown in Figure 2.8, many employees can’t
stand the company's high-intensity work requirements, and the company has not
formulated policies to attract outstanding talents, resulting in the brain drain of
company.

Analysis of brain drain

100

80
60
40
- B l B
0

Very high High Average Unknow

Figure 2.8- Statistical results of recruitment and job promotion question 2

Source: [15]

At present, XX Real estate Company has not formed a standardized training
mechanism. The existing training is pre-service education and on-the-job training of

new employees. The training is not strong enough and the investment in training is
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insufficient. The pre-employment education of employees is only a formality, and it is

not clear how much new employees will learn. In the training mechanism of the old
master to bring new apprentices, the old master is not enough to encourage, not to give
too much incentive, resulting in the old master's enthusiasm is not high, and the quality
of training is greatly reduced. Therefore, in the questionnaire survey, 60.87% of
employees think that the company does not pay attention to the training of employees.
The training form of XX Real estate company is mainly internal training, which mainly
includes pre-service education of new employees and on-the-job training of business
skills. Supervisors introduce the company's general situation, personnel relations and
job responsibilities to new employees, organize new employees to learn the company's
management system, which is a pre-service education for new employees. On-the-job
training of employees' business skills mainly focuses on job knowledge and
professional skills, and adopts the mode of mentoring, in which old employees lead
new employees to learn the job content until they can complete the work independently.

Different employees have different requirements for training content, as shown in

The most urgently needed training

y \

22% Management skills training

10% = Sales skills training

= Office software training

= Information skills training
= Communication training

Other training

Figure 2.9- Statistics on training and development problems

Source: [15]

Figure 2.9. Among the existing two kinds of training, the content of pre-service
education is to learn the company's system and management mechanism, while the

content of on-the-job training of business skills is to learn the professional skills of the
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post. However, the office software skills, management skills, information skills and

organizational communication skills that employees most urgently need to be trained
are only targeted at employees in specific posts.

Among the employees of XX real estate company, the proportion of employees
who do not feel the improvement of personal ability after training is relatively high,
and the proportion of people who think that training is useless is 36.46%, which also
accounts for the highest proportion. Employees think that after the training they do not
know how much they understand, how much they can remember, there is no test
standard, most people think that the training effect is not big. And trainers explain
quickly, and do not ask employees whether they can understand, whether they can keep
up.

At present, XX Real estate company only sets up special performance appraisal
indicators and standards for marketing consultants.

The Marketing Department of XX Real Estate Company is led by the marketing
manager to complete the relevant work. Monthly salary of marketing consultant = base
salary + sales commission + performance salary, and sales commission = sales *
commission ratio, which is divided into low, medium and high three levels, reaching a
certain amount of sales corresponding to the corresponding commission ratio.
Performance salary of 800 RMB, including 15% of the performance assessment, 50%
of the daily work assessment, 10% of the appearance assessment, 15% of the executive
performance assessment, 10% of the team spirit assessment. Each item contains more
specific indicators, as shown in Table 2.2. The human resources Department evaluates
the performance assessment of marketing consultants and gives timely feedback. The
results of the monthly performance assessment are used to motivate employees, while
the annual performance assessment is mainly used as a reference for the promotion and
elimination of employees. In addition, there is an attendance system, you need to clock
in time to work, the human resources department calculates the number of monthly
attendances according to the number of times. For those who arrive late and leave early,
base salary is deducted according to the hour (less than 1 hour is calculated as 1 hour).
Finally, the financial Department will pay performance salary according to the

assessment results.
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As can be seen from the above, XX Real Estate Company does not adopt a single

form of performance assessment, but evaluates the various work contents of marketing
consultants to achieve the effect of restricting employees' work behaviors, and
improves the competitiveness of the company by improving the service ability of the
company's marketing consultants. Although the assessment content of marketing
consultants is comprehensive, employees in other positions don’t have specific
performance assessment index standards at present, assessment indicators do not help
the company improve the overall performance and enhance the ability of employees.
Therefore, in the survey, 42.36% of employees think that the setting of performance
assessment indicators is unscientific. Even 31.94% of employees think it is very
unscientific, and 66.67% of employees do not agree that the performance appraisal
system of XX Real Estate Company can improve the performance of XX Real Estate
company or enhance the ability of employees.

Table 2.4- Marketing consultant performance appraisal index amount

Project Project assessment standard Amount
Feedback Complete more than 90% of assigned tasks 120
szfor?r?ance O " Complete 60-90% of assigned tasks 80

Complete less than 60% of assigned tasks 40

Record incoming calls and visits and return them on time. 40

On the same day, customers call, visit and complete the 30

transaction..

Fill in the work log as required. 30

Complete transactions 1n accordance with business 60

procedures.

Warm reception to visiting guests. 20
Daily Work . .

Timely completion of reasonable customer needs. 20

Clean up the garbage immediately after the customer leaves. 30

Explain professional, guide and stimulate customer desire to 60

buy.

Employees don't steal customers from each other. 20

Understand customer information and record it in detail. 30

Commute on time. 60

Dress and wear neatly at work. 30

Pay attention to appearance. 30
Appearance ) -

Do not talk loudly or do anything unrelated to work during 40

work.

Complete work tasks on time. 50
Executive Force Submit market research report on time every month. 30

Actively complete temporary tasks. 70
Teamwork Hardworking, helpful, positive. 30
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In addition, the evaluators lack objectivity in the assessment process. In the

questionnaire survey, 37.85% of the employees think that the assessment is not
objective, and 31.25% of the employees think that it is very objective. For details, see
Table 2.4. Employees believe that the assessment results are not consistent with the
reality. Sometimes, they clearly work hard and complete all tasks in time, but the
assessment score is very low, while the colleagues who do not work hard have a higher
assessment score than they do, resulting in a sense of injustice. The human resources
department will finish the performance appraisal after the completion, and will not take
the initiative to communicate with the employees being evaluated. There is a big
conflict between the human resources department and other departments. In addition
to the assessment tasks, the purpose of performance appraisal is more important to
compare the work performance with the initial plan and goal, find the gap, so as to
make appropriate adjustments and better arrange for the following work, which
requires the performance appraiser to feedback the assessment results to the examinee,
so that the examinee can realize their own situation. However, this kind of feedback
was ignored by the human resources department of XX Real Estate Company, and the
survey results also showed that 67.01% of employees denied the rationality of

performance feedback, as shown in Table 2.4.

2.3 Cause analysis of human resource management problems of XX Real

Estate Company

At present, XX real estate company has not placed human resources in a proper
strategic height, and has not paid enough attention to the problems of human resources
structure. According to the survey on human resource planning, 13.54% of employees
think that human resource planning is very important, 17.71% of employees think that
it is important, 28.47% of employees think that it is relatively important, and the most
important employees think that it is not important, accounting for 30.21%, and 10.07%
think that it is not clear. Data show that most employees do not know much about
human resource planning and management, let alone attach little importance to it, and

do not place human resources in the degree of importance it should pay, which is related
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to the focus of senior managers in making decisions.

Based on the "complex person" hypothesis, J.J.Morse and J.W.Lorsch.
developed Super theory Y, which emphasizes contingency thinking and tries to
maintain a harmonious relationship between individual goals, organizational goals, and
the environment. However, the human resources department of XX Real Estate
Company did not start from the whole enterprise strategy when formulating the human
resources plan, nor did it communicate and cooperate with all departments, nor did it
investigate the actual human resources situation of all departments, organizational
goals and environment, which led to the derailed work and planning of employees and
the loss of systematic human resources planning.

XX real estate company attaches great importance to the sales department, which
can bring direct profits to the company, while the human resources department is easy
to be ignored because it cannot intuitively create economic benefits for the enterprise.
On the other hand, the human resources department has not played its role, and its work
in human resources planning, recruitment and allocation, training and development,
performance management, compensation and welfare has not been highly recognized
by other departments of the company.

Since the establishment of the organization, the general manager has been fully
responsible for it. With the expansion of the organization, although middle managers
and various departments have been added, the power of the general manager has not
been delegated to his subordinates, resulting in excessive centralization of senior
managers. However, according to the Z theory proposed by William Ouchi, enterprises
should implement democratic management, let employees participate in management,
and employees are equal to each other. Provide humane working conditions and
environment. In addition, the excessive centralization of the general manager will lead
to a large management range, and they are too busy with trifles to think about the long-
term development of the company.

On the basis of a large number of empirical studies, ERG theory was proposed
by Clayton. Alderfer, a professor of organizational behavior at Yale University in the
United States. He believes that the needs of employees in management practice can be

divided into: 1) existence needs, that is, to provide a basic material living conditions.
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2) The need for relatedness, the desire to maintain friendly relations between people.

3) The need for growth, that is, people's inner desire for development. This theory tells
us that the desire of employees at the highest level in the working process is to achieve
self-development and realization, which requires the recruitment, allocation, and
promotion channels of enterprises to be sufficiently perfect and scientific, so that
employees can develop upward and realize the desire for achievement. However, the
current recruitment process of XX real estate company hasn’t formed institutional
norms, and the recruitment lacks quantitative standards. Simply examining the
applicant's academic background can’t judge whether the applicant has the technical
skills required for the job, and examining the relevant certificates has a certain role.
When employees are promoted, there’re no objective promotion standards, such as
what indicators can be reached or can be promoted after several years of work in the
current position, which are the lack of XX real estate company.

At present, the salary growth rate of XX real estate Company i1s poor, the salary
difference between various positions isn’t large, the salary can’t truly reflect the value
of the employee's position, and the form of salary is also relatively simple, mainly
consisting of salary, welfare, and bonus. Although the comparison table of employee's
post level and post salary has been formulated, the specific implementation has not
been implemented according to the table. As a result, most people think that the
comparison table of employee position rank and position salary is useless.

LW.Porter & E.E.Lawler expected incentive model theory tells us that in order
to form a virtuous cycle of incentive, effort, performance, reward, satisfaction and
feedback from satisfaction, we should comprehensively consider various factors such
as reward content, reward and punishment system, organizational division of labor,
goal-oriented action setting, management level, fairness of assessment, leadership style
and personal psychological expectations. However, XX real estate company lacks non-
material incentives, does not combine material incentives with spiritual incentives, and
other factors are not clearly reflected, unable to lock the hearts of employees, unable
to effectively motivate employees for a long time, it is easy to make employees have
mental slack, low sense of belonging and leave the company. On the other hand, XX

Real Estate company ignored the review of the intrinsic quality and values of talents in
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the recruitment process, resulting in the inconsistency between the values of the hired

employees and the company culture, resulting in the turnover of employees. Moreover,
XX real estate Company lacks a long-term strategy to reserve and cultivate talents, has
not formulated relevant policies for talents to attract and retain talents, lacks incentive.

Training needs to spend a lot of costs and energy, in order to save costs, XX real
estate company does not regularly train employees. Moreover, the training mechanism
is not sound, and all kinds of training are mere formalities, because the management
has not realized the importance of training, only focused on the immediate economic
benefits, and did not develop employees from a long-term perspective.

According to the Super theory Y, there is no one level of invariable and
universally applicable optimal management mode, and corresponding management
measures must be flexibly adopted according to the functional relationship between the
independent variables of the internal and external environment of the organization and
the dependent variables such as management ideas and management techniques, and
the management mode should be suitable for the nature of work and the quality of
members. For staff training, it is also necessary to conduct targeted training for specific
employees and specific environments. At present, XX Real Estate Company only has
two forms of pre-service education training and on-the-job training of business skills,
and the training content only includes learning the company's management system and
professional skills, instead of focusing on employees and considering the training needs
of employees, and the training company does not consider the urgent needs of
employees. The content and form of training that employees want are quite different
from the existing training content and form of XX Real Estate Company. Because the
training form 1is single, the training content is single, and the trainer is paid less, the
training enthusiasm is not high, so the training effect is not ideal. On the other hand,
XX real estate company does not have a corresponding training effect assessment
mechanism, nor does it adopt other measures to evaluate the training results, so the
effect cannot be tested. Most employees believe that they can only rely on their own
exploration, and training plays a small role.

Employees other than marketing consultants lack specific performance metrics.

As for the assessment indicators of marketing consultants, XX real estate companies
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did not take performance as the key assessment content. The total score of the

marketing consultant's performance assessment is 800 points, and the performance
assessment only accounts for 120 points, accounting for only 15% of the total score,
while the daily work assessment accounts for 50%. This will make the marketing
consultant pay more attention to the daily work, but fail to focus on improving
performance and make the performance assessment play an incentive role. As the
setting of performance appraisal indicators is not specific and scientific enough,
basically they are qualitative indicators and lack quantitative standards, so the
evaluators have a greater subjective bias when evaluating. On the other hand, because
the human resources department is responsible for performance appraisal, when
evaluating other departments, they do not know enough about the situation of other
departments, so the evaluation results may be quite different from the actual results,
and the evaluation results are not objective enough. American psychologist J.S.Adams
put forward the equity theory in 1967, which holds that the employee's satisfaction with
income can affect the employee's enthusiasm for work, and the employee's satisfaction
with income depends on a social comparison process. A person cares not only about
his absolute income, but also about his relative income. Therefore, the lack of
quantitative indicators in the process of performance appraisal and salary payment will
lead to greater subjective arbitrariness, which will easily lead to employee
dissatisfaction when compared with each other. Therefore, the management behavior
of leaders must follow the principle of justice, and the performance appraisal
mechanism should rely on scientific methods.

After the completion of the performance appraisal, the human resources
department did not timely feedback the appraisal results to the examinee. First, due to
the lack of understanding of the importance of performance feedback, the examiners
fail to deeply understand the significance of assessment. Second, examiners ignore the
assessment process, examiners only pay attention to the results of the assessment.
Third, the company lacks assessment feedback system. In this way, the gap between
the auditor and the assessment has formed, so that the assessment work has become

opaque, the staff is full of complaints about the results.
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CHAPTER 3.

XX REAL ESTATE COMPANY HUMAN RESOURCE MANAGEMENT
OPTIMIZATION SCHEME AND SAFEGUARD MEASURES

3.1 Objectives of human resource management optimization plan of XX

Real Estate Company

Human resource management is an indispensable part of enterprise management,
which not only supports enterprises to achieve their strategic goals, but also considers
employees' own career development. Therefore, in the new situation of more and more
fierce competition, XX real estate company in order to achieve sustainable operation,
it is necessary to optimize the human resource management of the company in order to
better select, use, cultivate and retain talents. XX Real estate company's human
resources optimization is mainly to achieve the following three goals:

Corporate strategy determines the future direction of a company, and the
formulation of corporate strategy affects the management of human resources. In the
strategic decision-making of enterprises, human resource management, as an important
participant, provides professional and cutting-edge human resource planning and
systematic solutions for the formulation and implementation of corporate strategies.
Enterprises, especially the managers of enterprises, should fully realize the matching
of human resources and corporate strategic goals, and the target plans of corporate
strategies at different periods and levels should have corresponding scientific talent
demand system, performance evaluation system, talent incentive mechanism, etc. At
the same time, it is necessary to strengthen the training of managers and employees in
human resource management, cultivate talents that meet the needs of future
development of enterprises, and make human resource management become an
important cornerstone for realizing the strategic goals of enterprises.

Enterprise human resource management focuses on enterprise human resources,
exploring how to realize the rational allocation of enterprise resources. At present, the

real estate industry is in the process of reform, and major enterprises are promoting
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high-quality and high-level development in order to build a long-term industry. In order

to cope with the changes in internal and external situations, XX real estate company
wants to achieve greater development, promote the rational allocation of enterprise
resources, and further improve management capabilities and resource utilization. The
key 1s to build a precise allocation of human resource management system through the
optimization of human resource management, and carry out reasonable and scientific
distribution of people, finances, materials and information within the enterprise. Meet
the operation needs of various departments or units within the enterprise, and then
improve the utilization rate of enterprise resources, achieve the optimal state of
employees and resources, and effectively promote the development of enterprises.

An enterprise is composed of a variety of resources such as people and things.
The resources of different enterprises have heterogeneity and inimitability, which
determine the difference of competitiveness and internal ability of enterprises. In the
face of rapid changes in the external environment, if an enterprise wants to develop
high-quality long-term and build competitive advantages, it needs to continuously
cultivate, own and effectively use resources, which is the enterprise vitality. To enhance
the vitality of the enterprise is ultimately to enhance the vitality of the people in the
enterprise, if you can not stimulate the vitality of the employees, the enterprise can not
have a good future. Through the human resources optimization plan, XX real estate
company eliminates the existing chronic diseases, reforms the internal distribution
mechanism, talent management mechanism, performance appraisal mechanism, etc.,
maximizes the work passion of employees, and then makes the enterprise full of

vitality.

3.2 Principles of human resource management optimization plan of XX Real

Estate Company

Human resource management plays an important role in helping XX real estate
companies gain competitive advantages and turn to "talent intensive". XX Real Estate
Company should follow the following three principles when proposing the

optimization plan of human resource management in view of the existing problems in
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human resource management at present:

The principle of seeking truth from facts is the most basic principle that should
be followed in decision-making. The human resource management optimization plan
of XX real estate company should be formulated from the following facts: First, it
should be based on the actual situation of XX real estate company, according to the
actual situation of XX real estate company, such as the company's establishment years,
the total number of employees, the department structure, and the company's products;
The second is to develop human resources optimization plans according to the current
competitive environment and social environment of XX company; The third is to match
the current development trend of the real estate industry with the human resources
optimization plan of XX real estate company. This requires managers to emancipate
their minds, seek truth from facts, and proceed from reality.

The human resource optimization scheme of XX real estate company should
conform to the characteristics of the enterprise and meet the business needs of the
enterprise. XX Real estate company currently has offices, human resources
department, planning Department, development Department and other departments,
the human resources status of each department is different, the aspects to be improved
are also different, the optimization plan should be combined with the actual situation
of each department and the company's development goals to develop, and to
communicate with each department more, not vague and general, to be hierarchical.
The ultimate goal of the identified optimization program is to better promote business
development.

By optimizing the human resource management of XX Real Estate Company,
scientific personnel structure is prepared to promote the integration of internal
resources of the company, while ensuring the normal development of various tasks,
manpower and operating costs are reduced and organizational efficiency is improved.
Therefore, when optimizing the human resource management of XX real estate
company, the principle of streamlining and efficiency should be adopted to improve

the ability of human resources to create value.
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3.3 XX Real Estate Company human resource management optimization

specific plan

From the analysis of the questionnaire survey results, it can be seen that XX real
estate company has problems in human resource management, such as the imbalance
of human resource structure, unreasonable recruitment and allocation procedures.
According to the existing problems and the actual situation of XX real estate company,
the following human resource management optimization strategies are proposed. First,
human resource planning should be formulated to optimize the organizational
structure; The second is to improve the efficiency of human resource recruitment and
allocation; Third, establish a perfect salary management mechanism; Fourth, build a
scientific staff training system; Fifth, establish and improve the performance evaluation
system.

XX real estate company has always been in the personnel management stage, the
main management principle is to follow the rules, more empiricism, less participation
of employees, such a long time is not conducive to the enthusiasm of employees. In
order to realize the transformation of modern human resource management, XX real
estate company needs to incorporate human resource planning into the overall human
resource management work. Only in this way can the human resource management
activities of the company be more forward-looking and guiding, and can ensure that
the company has appropriate personnel for each position and maximize the efficiency
of human resources.

1) Adjust the human resource structure of XX Real estate Company based on
demand. Employee age structure. According to the survey, XX real estate company has
more young employees, but fewer experienced technical personnel, and the lack of
young backbone follow-up, which is not conducive to the future development of the
enterprise. In the future, XX real estate should timely update and reserve talents
according to corporate strategic planning and age structure characteristics of
employees. On the one hand, for young employees, it is necessary to strengthen skills
training, continuously enhance the technical level of young employees in all aspects

through learning, and help the development of enterprises at the fastest speed. At the
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same time, the way of "bringing the old with the new" is adopted. The experience

transfer of old employees is the fastest way for young employees to gain experience
and improve their level, and can also reserve rich talent resources for enterprises in the
shortest time. On the other hand, enterprises can set up a "reemployment" system. The
rich experience of old employees is an extremely valuable asset for enterprises.
Through "reemployment", old employees can feel the attention and care of enterprises,
continue to play their talents, and also help the future development of enterprises.

Employee education structure. Among the existing employees of XX Real estate
company, 86.46% are undergraduates or college students, and only 6.6% are masters
or above. The company personnel have a high educational level. However, high-level
talents are crucial to the development of enterprises, whether it is the development
requirements of the enterprise itself or the development trend of the industry, XX
company needs to continue to increase the introduction of highly educated and high-
tech talents in the future, through highly educated and high-tech talents to improve
corporate culture, enhance the comprehensive quality of the enterprise, and promote
the continuous progress of the enterprise.

Employee title structure. XX company has embarked on the road of urban
operation of the new sector, and more and more development projects, the company
has a new demand for "double high (highly educated, high-tech) " talents, but at
present, the proportion of technical personnel in XX real estate company is relatively
low, and the proportion of marketing personnel is relatively large. On the one hand,
XX real estate company should increase the introduction of college education talents,
on the other hand, it should strengthen the training of high-tech talents, and
correspondingly, the company should also adjust the redundant phenomenon of
marketing posts and other posts.

2) Forecast the human resource structure of XX real estate company based on
supply. The supply of human resources includes internal and external forecasts. We
need to forecast the internal supply of human resources in XX real estate company to
determine the requirements for external human resources. It is not only necessary to
analyze the situation of existing employees, predict the internal flow, dismission and

retirement of employees, but also to predict the characteristics of future required
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employees according to the future development strategy of the enterprise.

Internal forecast: Due to the constraints of the management status quo of XX
Real Estate Company, most of the employees of XX Real Estate Company get their
posts through external recruitment, internal training, and old people bringing new
people to their posts, without job analysis and systematic training, etc., some of them
may not be able to meet the technical requirements of their posts, their majors are not
in line with their posts, and the aging of employees in management positions is serious.
Young reserves are insufficient. The gap of management positions in XX real estate
company is large, and it is necessary to plan as soon as possible. The focus of the next
human resources work of XX real estate company should be to increase the training of
management cadres, pay attention to the construction of young management personnel,
and strengthen the cultivation and reserve of highly educated and high-tech talents.

External forecast: At present, the talent gap of XX real estate company is mainly
concentrated in two aspects: first, high-tech talents with master's degree or above in
professional technology, and second, senior management talents who master modern
concepts and management methods. The real estate industry is facing a new
transformation, XX real estate company is currently in an important stage of leapfrog
development, from "capital intensive" to "talent intensive" transformation, and the
enterprise is also constantly developing and growing, the gap for talents in the future
will only become bigger and bigger. In recent years, the recruitment of XX real estate
company mainly adopts the way of first and present recruitment, ordinary employees
are mainly recruited externally, and middle and senior management personnel mainly
rely on internal selection or parachuting. The company needs to increase the
recruitment of talents with senior management ability, increase professional talents and
optimize personnel reserves through good welfare benefits.

The purpose of human resource management optimization of XX Real estate
company is to improve the efficiency of human resource recruitment and allocation,
select more talents for the enterprise, and retain talents. However, according to the
survey, employees are not satisfied with the recruitment of human resources of XX
Real Estate Company, and the turnover rate of talents within the company is also high.

In view of the existing problems, the optimization plan is proposed as follows.
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(1) Reasonably divide departmental responsibilities and enrich recruitment and

selection methods. The investigation and analysis found that XX real estate company
has too many departments, and the responsibilities between departments are not clear,
which is easy to cause personnel bloat and recruitment is not coordinated. Therefore,
the XX real estate company should first demarcate the boundaries of criticism and
clarify the departments and institutions. What is the responsibility of the human
resources department, what is the responsibility of the Marketing Department, etc.,
should also be clearly divided between departments, such as which is responsible for
training, which is responsible for recruitment, which is responsible for compensation
and benefits in the human resources department. The recruitment work of enterprises
can break through the traditional mode of interview, set up the selection criteria from
more convincing dimensions, recruit online and offline at the same time, and all kinds
of assessment means can also be used.

(2) Standardize the recruitment process and construct a scientific and systematic
recruitment process. In the past, XX real estate company did not use job analysis in the
recruitment of employees, resulting in a mismatch between personnel and positions,
resulting in a large talent turnover rate and high recruitment costs. In view of this, XX
real estate company first needs to establish a professional human resource management
team under the guidance of organizational strategy, and formulate a standard
professional recruitment process for the enterprise through the human resource
management team, and strive to build a scientific and systematic recruitment process.
First, it is necessary to clarify the demand, and each department needs to scientifically
forecast talents according to the development goals of enterprises; The second is to
adopt different recruitment channels and screen resumes for talents with different
needs; After four rounds of assessment of "initial test - professional interview - position
interview - communication test", we selected the most suitable talents for the
enterprise.

(3) Establish competency model and introduce testing tools. On the basis of the
combination of recruitment and job analysis, XX company can establish a competency
model to investigate job candidates more comprehensively, so as to improve the

allocation efficiency. The construction of XX company's competency model mainly
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includes 4 aspects. First of all, through communication with various departments of

XX Real estate Company to determine the general competency standards of existing
positions, and in-depth interviews with employees, further refinement; Secondly,
interview the employees with excellent performance and average performance in the
enterprise to identify their key behaviors; Thirdly, the evaluation scale of employee
behavior description is obtained according to the key behavior, and the general
competency index is obtained. Finally, the scores are distinguished, and the
competency with the highest scores is selected to identify the position. At the same
time, XX real estate company can introduce personality testing and other testing tools
to further select candidates who meet the position and select the best, which can
improve the job matching degree of the enterprise, so as to ensure the recruitment
effect.

System is the foundation of an enterprise and an important means to achieve
effective management. Through questionnaire survey, it can be seen that the current
salary management of XX Real Estate Company is not perfect and has not been updated
for many years, and employees are not satisfied with the current salary management
mechanism. Nowadays, the environmental uncertainty of the real estate industry is
increasing, and the update and iteration of enterprises are fast. XX real estate
companies need to update and maintain dynamic management regularly. Therefore, it
is necessary to continuously improve its salary management mechanism to make it
more scientific, reasonable and efficient.

1) A well-designed salary system. The current salary system of XX Real estate
company is too simple and can’t motivate employees. Enterprises should increase the
salary structure, according to the employee's own experience, ability level, education,
and other aspects of the salary structure, can also improve the employee's welfare,
performance bonus, etc., to expand the level, so as to give play to the incentive role of
salary.

First, adjust the salary level. When designing the salary level, XX real estate
company should not only consider the internal and external fairness, but also consider
whether it is in line with the strategic goal of the enterprise at this stage of development

and is suitable for the income of the enterprise. When designing the salary level of XX
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real estate company, it should refer to its strategic stage. Currently, the company is in

a period of transformation and rapid expansion. When adjusting the salary level, more
mixed strategies should be considered, and the salary level should not only control
costs, but also attract and retain talents.

Second, to adjust the salary structure, XX real estate company mainly adopts a
position-based salary system. For the members above the deputy general manager, the
annual salary system belongs to the conciliatory salary, while the general staff adopts
the structural salary system, which belongs to the high and stable salary. Neither offers
much incentive for employees. Can not adapt well to the development and change of
the company. At present, there are four main salary structure models: high flexible
salary model, high stability salary model, Variable salary model and Mixed salary
model. The specific characteristics are shown in Table 3.1 below.

Table 3.1- Employee compensation structure model

High flexible High stability Variable salary Mixed salary
salary salary
Different
The proportion of ‘ The proportion of d@partments,
performance Fixed salary fixed pay and different
Characteristic | salary is high, and | accounts for a positions, pay and
the salary is large proportion performance pay performance
is equal o
unstable. distribution are
different
The salary system .
has a strong Employees feel Employee S(?i?;;in dto
Advantage incentive effect more secure compensation is work and are
and is not easy to | inside. relatively stable. hiehly tareeted
overspend. ey targeted.
Employees lack a | The salary system
sense of security, | lacks incentives, | The proportion is
Disadvantage | salary fluctuations | and employees difficult to
are relatively are easy to be determine.
large. lazy.

Source: author own elaboration

Through the investigation of salary problems of XX real estate company, it can
be found that XX real estate company is suitable for mixed salary model. We should
set up different salary structure for different departments and adopt high flexible salary

model for marketing staff to motivate them to work actively. To adopt the conciliatory
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salary model for the ordinary grass-roots staff, it not only makes the staff feel safe but

also has a certain incentive effect.

2) To give full play to the role of incentive mechanism, XX Real estate company
should design different incentive systems for different employees. Grass-roots
managers should meet their basic living expenses and be supplemented with certain
spiritual incentives, so that employees can work in the enterprise with peace of mind
and contribute to the enterprise; For senior managers, because most of them are
knowledge workers, they should provide more opportunities for employees to improve
their work ability and meet their self-realization needs on the basis of material
incentives. On the one hand, improving the skill level can improve the overall
performance of the enterprise, on the other hand, it can improve the ability of
employees. For technical personnel, enterprises should meet their needs for technical
improvement through training, meet their sense of accomplishment, and make their
work more challenging.

3) Pay attention to the flexibility of salary management mechanism, the
environment is constantly changing, the salary management mechanism of XX real
estate company should adopt dynamic management, so as to keep pace with The Times.
Timely adjustments should be made according to changes in the internal and external
environment, changes in strategic objectives, and changes in national policies. In
addition, there will always be some new problems in the execution of the compensation
system, which may hinder the development of the enterprise if the problems are not
solved in time. At the same time, XX real estate companies need to timely grasp the
needs of employees, pay attention to the characteristics of different employees, adjust
the existing salary system, and pay close attention to the positioning of talents in the
market, quickly adjust the talents urgently needed by enterprises, and ensure that the
salary system can attract and motivate talents. When the compensation system changes,
the compensation management mechanism should also be adjusted in time to ensure
adaptability.

1) Training object selection and training course setting. The selection of training
objects plays an important role in the smooth implementation of the training plan. Due

to individual differences, employees have different levels of professional knowledge,
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working ability and working experience. Therefore, XX real estate company should set

the training to meet the needs of employees at different levels. The main training
objects of XX real estate company can be divided into: new employees and old
employees, of which new and old employees include technical employees, marketing
personnel and management personnel. Enterprises should set up different training
courses according to different training objects and different stages, which is conducive
to the training effect. Combined with XX real estate Company, training courses can be
divided into the following types.
Table 3.2- Training contents for new employees of XX Real Estate Company

Training type Training content Training objective Training method

General training Purpose, plans, Understand the Lectures, visits,
products, rules and company as soon as exchanges.
regulations and possible, quickly
organizational integrate into the
structure of the company.
company.

Vocational training Job responsibilities, Quickly adapt to job Professional training,
work procedures, requirements and lectures, observation
work skills. carry out work in a and learning.

timely manner.

Source: author own elaboration

Table 3.2 is mainly for the training of ordinary employees in the enterprise.
Through the training, employees can understand the company's corporate overview,
vision and mission, job responsibilities, work flow and other aspects, and help new
employees quickly integrate into the company.

Table 3.3- Training contents for technical personnel of XX Real Estate Company

Training type | Training content Training objective Training method
Advanced technology,
Technolo rofessional knowledge I he ability of .
gy prote _snowledge, mprove the ability o Special lecture,
quality requirements, etc employees, promote . .
— - . . . on-site explanation,
Policies and regulations, innovation, and cultivate S
. . . communication.
Ideology industry norms, service high-tech talents

awareness, etc
Source: author own elaboration

Table 3.3 shows the training contents for technical personnel of the company.



57
Through technical and ideological training for technical personnel, technical personnel

are helped to update their latest technical knowledge and improve their professional
ability, thus contributing to enterprise innovation and promoting enterprise
development.

Table 3.4- Training contents for Manager of XX Real Estate Company

Training type Training content Training objective Training method

Management
knowledge, economic
knowledge, related
professional
knowledge, etc

Knowledge

Renew the enterprise

Technology

Management skills,
marketing skills,
environmental

management thought,
cultivate excellent
management

Special study, special
study, peer exchange,
industry conference,
etc

analysis, etc
Corporate culture,
corporate vision,
corporate mission,
management ideas, etc

Source: author own elaboration

personnel.

Ideology

Table 3.4 1s mainly aimed at enterprise managers. In addition to mastering
professional knowledge of management, marketing and strategy, and being keenly
aware of environmental changes, managers need to continuously improve their
management level so as to lead the better development of enterprises and employees.

2) Training feedback optimization and training budget. After the training, check
the feedback of the training effect in time, and optimize the training plan immediately
when the problem is found. For the choice of training methods, there are generally
internal training and external training. The internal training is closer to the actual
situation of the enterprise and can help improve the ability of employees at the lowest
cost; Enterprise external training helps employees to contact more professional fresh
knowledge, improve the comprehensive quality of employees. You can hire external
personnel training or internal personnel training. For XX real estate company,
employees can be trained according to the actual situation of the enterprise, so as to
achieve better improvement results. Of course, the premise of training is to make a

budget, to combine the business budget and human resources budget, and then
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according to the number of training. Training methods and so on to determine the

training budget, under the premise of controlling costs to maximize the role of training.

1) Optimize performance appraisal indicators. XX Real estate Company does
not have performance appraisal standards except for marketing personnel, and the
relationship between the appraisal standards and performance of marketing personnel
is not large, the weight is unreasonable, and the assessment content is difficult to
quantify, which makes the performance appraisal mere formality, which neither
motivates employees nor promotes the improvement of the overall performance of the
enterprise. The most important thing in performance appraisal is to pay attention to
performance indicators, of course, but also pay attention to other indicators. As the
risks undertaken by various departments of real estate enterprises are different, the
content of performance assessment is also different. According to the actual situation
of XX real estate company, the key performance index method can be adopted for
assessment, which can help enterprises reduce the assessment procedures to a certain
extent.

First, assess the working ability of employees. The ability index reflects the work
efficiency of the employee, whether the work can be completed efficiently and quickly
in the same time, and whether the coordination and communication with employees in
other departments of the enterprise are smooth. The working ability of employees is
also an integral part of the strength of the enterprise, and the working ability of
employees is strong, and the operation efficiency of the enterprise is high. The
indicators of working ability mainly include executive ability, communication ability,
learning ability and so on.

Second, assess the staff's working attitude. Employee attitude can reflect the
company's environmental atmosphere, if the employee's working attitude is positive, it
will build a positive and active working environment, and promote the company's
innovation and development. The attitude indicators mainly include the responsibility
of the employees, whether they abide by the rules and regulations, and whether they
are active in their work.

Third, evaluate the performance of employees. Performance indicators mainly

reflect the degree of completion of objectives and strategic tasks assigned by
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employees to the enterprise. On the other hand, it also reflects the rationality of

enterprise goal setting and employees' attitude towards management. The contents of
different employee indicators are also different. For example, marketers focus more on
performance due to the particularity of their work, while managers focus on the overall
governance of the company.
It is planned to construct different key performance indicator systems for
different employees of XX Real Estate Company, as shown in Table 3.5—3.7 below:
Establish KPI index system for Marketing personnel

Table 3.5- Performance appraisal indicators of Marketing personnel

Eyaluat} on KPI Index Assessment index content Evaluation
dimension standard
Communication ability Able to cooperate well with
Working Writing ability other department staff, have Be complaint.
competence Learning ability professional knowledge and (-10 points/time)

writing ability and so on.

Clocking-in Don’t come late and leave Failed assess

Working Sense of responsibility carly, work seriously and Be complained

attitude Work enthusiasm rqsponmbly, no work . Skip the meeting
mistakes, attend meetings on . .
(-10 points/time)

time.

Fail to complete
tasks on time.
Satisfaction is
below average.
(-10 points/time)

Achievement of sales targets | Whether work tasks are

Work Target customer tracking | completed on time.
achievement Customer satisfaction Customer satisfaction with
sales staff service.

Source: author own elaboration

Establish KPI index system for Management personnel

Table 3.6- Performance appraisal indicators of Management personnel

Evaluati ) Evaluati
.Va uat} on KPI Index Assessment index content valuation
dimension standard

Have innovative thinking, able to

Innovation ability effectively manage the
Working Professional level department, correct judgment of | The result accounts
competence Learning ability the industry market environment, | for 30%.

and participate in business
training.
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Attendance, overtime hours, etc.;
Clocking-in Work seriously and responsibly,
Working Sense of responsibility | have a sense of ownership, and The result accounts
attitude Work enthusiasm participate in company meetings. | for 30%.
Annual operating income profit,
Profitability operating cost, the satisfaction
Work Operating cost degree of each department head to | The result accounts
achievement Satisfaction the work effect. for 40%.

Source: author own elaboration

Establish KPI index system for General personnel

Table 3.7- Performance appraisal indicators of General personnel

Eyaluat} on KPI Index Assessment index content Evaluation
dimension standard
Communication ability Able to cooperate well with
Working Writing ability other department staff, have Be complaint.
competence Learning ability professional knowledge and | (-10 points/time)
writing ability and so on.
Clocking-in Don’t come latF: and leave Failed assess
. o early, work seriously and .
Working Sense of responsibility . Be complained
: . responsibly, no work . .
attitude Work enthusiasm . . Skip the meeting
mistakes, attend meetings on . .
. (-10 points/time)
time.
Accurately communicate the | Each work cycle timely, Error rate above
work arrangement of accurate work arrangement, 5%,
Work superiors, improve the timely convey the company's | (-10 points/ 5%)
achievement | company's information internal information.
management.

Source: author own elaboration

2) Establish a performance feedback mechanism. XX Real Estate Company

employee performance assessment is basically a top-down one-way assessment,

employees rarely communicate with superior departments and supervisors, and the

assessment results are not timely feedback to the examinee, and the examinee fails to

treat the assessment work fairly and correctly. Therefore, the enterprise urgently needs
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bottom-up feedback mechanism.

The first is to increase the feedback mechanism of performance. No longer let
the performance evaluator dominate, let the employee become the master of
performance and work, the employee can feedback the monthly performance appraisal
related problems to the human resources department of the enterprise, and the human
resources department will assign the problems to each reviewer or assessment
department, requiring them to rectify or answer the employee's questions about the
performance appraisal. Employees can give feedback through email, leader mailbox
and other forms. Table 3.8 shows the feedback questions.

Table 3.8- Performance appraisal feedback form

Feedback item Feedback content Typical problem description Suggestion on
optimization
Completion of | Project metrics are Some project indicators are Further refine the
project target. inflexible. too broad to be completed. assessment indicators.

Source: author own elaboration

The second is to increase the employee reverse evaluation mechanism. If the
evaluator has a large subjectivity in the evaluation, the problem of employee feedback
can’t be solved in time, it is necessary to establish a reverse evaluation mechanism.
The anonymous mechanism is adopted in reverse evaluation to ensure that feedback is
truly valued, and at the same time, enterprise managers pay more attention to
performance evaluation and have a deeper understanding of employees, thus promoting
the improvement of enterprise performance evaluation mechanism. The reverse
evaluation table is shown in Table 3.9.

Table 3.9- Employee reverse evaluation form

Department Feedback | Working | Fulfill Improvement proiect Total

designation timeliness | attitude | promise P pro) points
Proiect department There are no incentive

) P 40 30 25 benefits and rewards after the 95

(ensample)

completion of project targets.

Source: author own elaboration

3) Optimize performance appraisal methods. The performance evaluation
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method of XX real estate company mainly relies on the superior management to score

the evaluated, which is highly subjective, simple in form, and scientific to be further
improved. As the performance evaluation indicators of XX real estate company are not
scientific and reasonable, the performance evaluation indicators should be optimized
first. After optimization, the 360-degree evaluation method can be selected for
evaluation, and the performance evaluation methods of XX Real estate company can
be divided into six aspects: employee self-evaluation, direct leadership evaluation,
colleague evaluation, service object evaluation, direct subordinate evaluation and
professional group evaluation. At the same time, other models can be used to further

improve the effect of performance evaluation.
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CONCLUSIONS

This thesis mainly analyzes the current situation of human resource management
of XX Real Estate Company as the starting point to find the problems, and puts forward
the optimization plan of human resource management of XX Real Estate Company.
The purpose is to solve a series of problems existing in human resource management
of the company, so as to improve the management level of the company. Help
enterprises achieve strategic goals more quickly and effectively. on the basis of analysis
and research, the optimization plan of human resource management is proposed, and
specific optimization strategies are put forward from five aspects, including human
resource planning, recruitment and allocation, salary management, employee training
system and establishment of performance evaluation system. Finally, in order to ensure
the smooth implementation of the human resource management optimization plan of
XX Real Estate Company, it is clearly proposed that we should pay attention to the
establishment of a good communication mechanism, improve relevant systems and
systems, attach importance to the professional quality of human resource management,
do a good job in training relevant personnel, comply with the actual development of
the company, and formulate a scientific and reasonable optimization plan. With the
development of society, XX Real Estate Company's human resource management
continues to develop. However, due to the adaptation and self-adjustment to the needs
of social development, the development of human resource management is lagging
behind. Therefore, the company needs to comply with the company's actual
development status and development needs when formulating the optimization plan for
human resource management. Only on the basis of the company's original human
resource management work can the optimization plan be highly feasible, reasonable
and practical.

With the continuous development of society and the constant change of demand,
enterprises need continuous progress to be able to continue to survive and develop. The
competition of enterprises in the new era is fundamentally the competition of talents
and human resource management. The traditional human resource management model

has been unable to adapt to the changing market environment. For those enterprises
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that cannot optimize human resource management in time, they are likely to be

eliminated by the market. In this context, more and more enterprises pay attention to
the optimization of human resource management mode, and break the limitation of
traditional mode through optimization mode, so as to achieve the purpose of enhancing
enterprise competitiveness. Therefore, it is very important and necessary to carry out
optimization research based on the human resource management status of XX real
estate company, and its research results also have certain theoretical significance and
promotion value. At the same time, XX Real estate company's human resource
management optimization plan is based on the analysis of the existing problems in the
company's current human resource management, combined with modern human
resource management theory and practical experience, the proposed optimization plan
has a certain degree of innovation and rationality.

However, due to the limited time, there are some shortcomings and limitations
in this study, which need to be further improved in the future. Specifically speaking,
the shortcomings of XX Real estate Company's human resource management
optimization plan are as follows: First, the optimization plan does not involve the
company's labor cost accounting and other aspects, which need to be improved in the
future. Secondly, this study is limited by my knowledge level, so the data analysis and
data analysis of XX Real estate Company may not be thorough and comprehensive
enough, and there is a deviation in understanding of some materials of XX real estate
Company, which will affect the quality of the optimization program to some extent.
Finally, this study analyzes and investigates the current situation of human resource
management of XX Real estate Company, and the optimization plan formulated is also
aimed at the existing problems and defects of human resource management of XX real
estate Company, which makes this study not theoretical to a certain extent. The new
changes and new situations that may occur in XX real estate company are not fully

considered, which is also the aspect that needs to be further improved in the future.
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