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FOREWORD 

A strong and achieving public service is a necessary condition fo r a  competitively 
successful nation . Th e Managemen t an d Trainin g Service s Divisio n o f th e 
Commonwealth Secretaria t assists member governments to improve the performance 
of the public service through action-oriented advisor y services, policy analysis and 
training. Thi s assistance is supported by funds from the Commonwealth Fun d fo r 
Technical Co-operatio n (CFTC) . 

Commonwealth co-operatio n i n public administratio n i s facilitate d immeasurabl y 
by the strong similarities that exist between all Commonwealth countrie s in relation 
to the institutional landscap e and the underlying principles an d values o f a neutral 
public service . I n mapping curren t an d emergin g bes t practices i n public servic e 
management, th e Managemen t an d Trainin g Service s Divisio n ha s bee n abl e t o 
draw o n th e most determined , experience d an d successfu l practitioners , manager s 
and policy-makers acros s the Commonwealth . Thei r experience s ar e pointing th e 
way to practica l strategie s fo r improvement . 

This ne w publicatio n series , Managing  the  Public  Service:  Strategies  for 
Improvement, provide s the reader with acces s to the experiences an d the successes 
of electe d an d appointe d official s from  acros s th e Commonwealth . Th e lea d 
publication fo r the series , From Problem to  Solution, set s the scene and illustrate s 
the remarkable commonalit y o f bot h th e pressure s fo r chang e an d the responses . 
This publicatio n an d it s companion volume s examin e topica l issue s i n detail . 

The serie s complement s othe r Managemen t an d Trainin g Service s Divisio n 
publications, and very particularly the Public Service  Country Profile serie s which 
provides a  country-by-countr y analysi s o f curren t goo d practice s an d ne w 
developments i n publi c servic e management . Ou r ai m i s t o provid e practica l 
guidance, and to encourage critical evaluation. Th e Public Service Country Profile 
Series set s out the where an d the what i n public servic e management. Wit h thi s 
new Strategies  for Improvement  series , I  believe tha t we are providing th e how . 

Mohan Kau l 
Director 
Management an d Trainin g Service s Divisio n 
Commonwealth Secretaria t 
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INTRODUCTION 

A RESPONS E T O PRESSUR E 

The las t decade has been a  time o f worldwide economic pressures and widesprea d 
technological, socia l and political change . T o secure their future, bot h private and 
public secto r organisation s hav e bee n force d t o see k way s o f cuttin g cost s an d 
becoming mor e productiv e an d service-focused . 

In this environment of constant change and increasing complexity, new management 
thinking an d approache s hav e emerge d whic h identif y th e nee d fo r continuou s 
learning an d improvement . Thes e approaches identif y peopl e as the most valuabl e 
asset o f a n organisatio n an d highligh t th e nee d t o develop , rewar d an d utilis e 
employees' skill s an d capacitie s t o achiev e organisationa l goals . 

In many countries , this new management thinkin g has been accompanied b y social 
and legislativ e change s whic h impac t o n th e wa y peopl e ar e employe d an d 
managed. Thi s approac h require s a  re-assessment o f the match betwee n th e needs 
of the organisation an d the skill s an d potentia l o f employees . 

Private and public sector organisations have embarked on major reform programmes 
and restructuring . I n thi s process , organisation s ar e confronte d wit h a  comple x 
range o f managemen t refor m models , ofte n seemingl y i n conflict . Man y publi c 
services have responded creativel y by developing a  guiding framewor k fo r peopl e 
management that sets a strong direction but leaves sufficient flexibility  fo r differen t 
units within th e public servic e to adap t system s to thei r ow n needs and cultures . 

The framework may  involve integrating organisational structure s and work design, 
recruitment, promotion , caree r development an d succession planning activities . I t 
may also look at how people are appraised, at grievance resolution and at managing 
conduct. Ver y importantly , th e framewor k ma y forc e som e consideratio n o f ho w 
new initiative s suc h a s qualit y an d emphasi s o n custome r servic e ca n b e 
strengthened. 

Such frameworks ar e aimed at the alignment of functional an d people management 
activities to achieve the best possible results. Man y public services have found that 
development of anew performance management system, as an important component 
of th e peopl e management  framework , greatl y aid s th e achievemen t o f require d 
reform. 

A performanc e managemen t syste m penetrate s an d impact s o n al l aspect s o f th e 
organisation an d it s people. I t incorporates : 

1 



• corporat e and strategic planning to define the long- and short-term aims 
and values of a particular organisation; 

• translatio n o f these into operational plan s for the organisation an d each 
division, and work plans for each individual; 

• assessmen t an d provisio n o f trainin g an d othe r suppor t i n respons e t o 
identified priorities ; 

• developmen t o f appropriate measures o f performance a t the leve l o f the 
organisation, the division and the individual; 

• regula r review, adjustment, feedbac k an d recognition of achievement. 

In summary, performance management approaches ensure that strategic directions 
are set, current organisational objectives identified , appropriat e budget allocations 
made an d task s se t fo r th e achievemen t o f desire d results . Bette r planning , 
measuring an d reportin g i s promoted . Improve d communicatio n wit h an d 
motivation o f employees is emphasised. 

A POIN T O F ENTR Y 

Performance management approaches 
are helpin g th e publi c service s i n 
many countrie s t o achiev e refor m 
aimed at the development of a results-
focused performanc e culture . Th e 
significance o f performanc e 
management is , however, large r than 
these immediate operational goals. 

PRODUCTIVITY IMPROVEMENT 
is not just doing things better. 

It is doing the right things better. 

Press statement by the Cabinet Office, Zambia , 
June 1995 , announcin g th e adoptio n b y th e 
Government o f th e Publi c Servic e Refor m 
Programme. 

Performance managemen t offer s 
considerable promise as a reform tool to initiate, manage and drive change. When 
radical reform i s needed, a sound performance management system will greatly aid 
its implementation. Performanc e management is the point of entry to wider public 
service reform. 

BIG EFFORTS , BI G GAIN S 

This publicatio n i s intende d t o assis t th e reade r i n developin g a  performanc e 
management system for the public service which is appropriate for the local context. 
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This entails considerable strategic and managerial effort , bu t the potential gains are 
significant. 

Performance managemen t carrie s the promise of : 

• chang e to an achievement-driven performanc e culture through an emphasis 
on results and improved employee/manager communication, understanding 
and commitment ; 

• bette r plannin g throug h th e processe s o f identifyin g an d linkin g th e 
objectives an d strategie s o f th e organisatio n t o th e tasks o f eac h publi c 
servant; 

• bette r understanding of work through clarification o f individual work tasks 
and responsibility boundarie s a s each public servant' s key work tasks fo r 
a year an d what wil l b e expected o f them i s identified ; 

• increase d trus t throug h participatio n i n wor k plannin g an d on-goin g 
discussion, feedbac k an d ope n appraisal ; 

• les s duplication o f effort an d wastage of resources through improved work 
planning; 

• turnaroun d o f unsatisfactory performanc e throug h on-goin g feedbac k an d 
discussion throughou t th e performance managemen t cycle ; 

• a  comprehensiv e dat a sourc e t o allo w organisationa l skill s developmen t 
and training need s to be clearly identifie d an d prioritised ; 

• a  cost-effectiv e dat a sourc e fo r targete d employe e development , 
recognition an d reward programmes ; 

• a  planning an d measurement syste m tha t allows for qualitativ e a s well a s 
quantitative measurement an d that has room fo r change s of direction an d 
priorities throughou t th e year ; 

• a  syste m tha t allow s fo r organisational , divisional , tea m an d individua l 
performance indicator s an d measures a s well a s generic indicator s whic h 
can b e used  t o encourage  co-operativ e an d othe r desire d organisationa l 
behaviours; 

• a  syste m tha t ca n b e linke d wit h othe r managemen t refor m programme s 
such a s ethics , competenc y developmen t an d qualit y programme s t o 
provide a  comprehensive huma n resourc e management framework; 
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• a  performance cultur e that is also an equity culture with decisions relating 
to employees based on information abou t results and not whether they are 
liked o r disliked . 

Developing a  stron g performanc e managemen t syste m i s a  majo r task , bu t i t 
promises significan t rewards . 

This publication doe s not focus i n great detail on performance-related pay . Thi s is 
not because i t has no significance o r because i t i s not a  major debat e in the publi c 
service of most countries. I t is because it is not the most pressing issue. Objective -
setting, clarifyin g goal s and , abov e all , feedbac k o n performanc e ar e outstandin g 
concerns an d these ar e the priorities whic h thi s book addresses . 
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THE NEED FOR CHANGE 

WORKING I N THE DAR K 

In many countrie s the public service is the major o r a highly significan t employer . 
The economic pressures of the Eighties have led to public and political demands for 
transparent, cost-effective, customer-focuse d governmen t management and services. 
In the Nineties a n intens e climate o f government refor m continues . 

Historically, publi c servic e employmen t ha s exhibite d tw o uniqu e characteristics : 
it often ha s a  'welfare ' componen t an d i t offers a  degree of security unmatched i n 
other sectors . I t ha s ofte n bee n use d b y governmen t a s a  buffe r agains t 
unemployment an d has been a  source o f secur e 'cradl e to grave ' employmen t i n 
which employees have traded high salaries in exchange for security of employment 
and good, stabl e conditions. These factors have frequently  resulted i n overstaffin g 
and workplac e inertia . I n th e wors t cases , oversized , inefficien t publi c servic e 
organisations hav e become breedin g grounds fo r corruption , completin g th e cycle 
of poor managemen t an d demotivation . 

Many publi c servic e organisation s fin d they  hav e n o visio n o f th e futur e tha t i s 
shared acros s th e organisation , fe w strategi c goal s an d n o system s i n plac e fo r 
reviewing targets or for planning their achievement. There i s often a  lack of clarity 
on wha t th e overal l objective s o f the organisatio n are , wha t wor k task s ar e to b e 
carried ou t an d what qualit y o f work i s expected . 

Others hav e a  rang e o f unconnecte d performanc e improvemen t programme s i n 
place: corporate planning that does not flow dow n int o group and individual plan s 
throughout th e organisation ; rigi d wor k desig n an d job evaluatio n scheme s tha t 
lack th e broa d approac h an d flexibility  necessar y t o allo w changin g goals  an d 
priorities t o b e resourced; trainin g an d developmen t programme s tha t ar e ad hoc 
and fail to identify, prioritise , and provide the skills needed by individual employees 
to mee t th e curren t an d futur e requirement s o f the public service . 

DISCREDITED APPRAISA L SYSTEM S 

Where individual review or appraisal systems exis t in public service organisations, 
they lac k th e link s t o organisationa l objective s tha t performanc e managemen t 
requires. The y are often not results-focused an d do not consider what the employee 
has achieved. Man y systems also involve highly subjective assessment of personal 
characteristics. I n som e case s employee s ar e no t tol d th e result s o f assessments , 
thereby denyin g them th e opportunity t o bring overlooked achievement s t o notic e 
or t o b e motivate d b y th e awarenes s o f a  positiv e assessment . Often , i n 

5 



consequence, man y o f thes e system s 
have falle n int o disus e o r hav e los t 
their legitimac y withi n th e 
organisation. 

In summary , man y publi c service s 
find thei r individua l revie w o r 
appraisal system s to be costly, time -
wasting, bureaucrati c exercise s i n 
form-filling an d pape r storag e whic h 
supply neithe r managemen t no r 
employee wit h usefu l informatio n o r 
assistance. A t worst , suc h system s 
provide justificatio n fo r biase d 
management decision s an d th e 
allocation o f promotion an d other job 
opportunities on the basis of nepotism 
and patronage . The y ac t i n man y 
public secto r organisation s t o 
perpetuate a  cultur e o f demotivatio n 
and mistrust . 

Improved performance management is 
as important fo r employees as it is for 
public servic e organisations . Publi c 
servants ar e seekin g employmen t 
which offers reasonable remuneration, 
the improve d lifestyl e tha t flexibl e 
employment condition s allow , an d a 
learning environmen t tha t provide s 
them wit h th e opportunit y t o remai n 
skilled an d competitiv e i n th e jo b marke t o f a n increasingl y knowledge-base d 
economy. Performanc e managemen t underpin s thes e developments . 

Overall, improve d performanc e managemen t offer s a  win/win situatio n fo r publi c 
service organisation s an d publi c servants . Performanc e management , clarifyin g 
organisational expectations of employees, more fully utilisin g and developing their 
skills an d knowledg e an d encouragin g thei r ful l participatio n i n th e enhance d 
achievement o f organisational goals , i s the foundation o n which al l public servic e 
improvements rest . 

A ne w syste m o f performanc e appraisa l ha s 
been introduce d int o th e Publi c Servic e o f 
Trinidad an d Tobag o o n a  pilo t basi s i n th e 
Ministry o f Agriculture . Th e feature s o f 
the syste m are : 

linking o f individua l job task s t o 
the section' s mission ; 

the establishmen t o f performanc e 
standards a t th e star t o f th e 
appraisal process ; 

a proces s o f continuou s 
monitoring, appraisa l an d 
feedback, designe d t o guid e th e 
employee durin g th e appraisa l 
process; 

joint completio n o f th e appraisa l 
form b y superviso r an d 
employee. 

A serie s o f trainin g session s i s unde r wa y 
to facilitat e understandin g o f th e ne w 
system, th e performanc e managemen t 
concepts tha t guid e i t an d th e relevan t 
procedures. A s a  precurso r t o identifyin g 
individual objective s an d standard s o f 
performance, th e trainin g cours e i s als o 
designed t o hel p supervisor s i n developin g 
departmental objective s an d standards . 
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ORGANISATIONAL PERFORMANCE - CULTUR E 
CHANGE AND PLANNING 

FROM TRADITIO N T O RESULT S 

Development o f a  performanc e cultur e wit h a n emphasi s o n employe e 
empowerment, commitment and the achievement of results rather than subordination 
and contro l involve s organisation s i n majo r chang e an d require s shift s i n 
management an d employe e thinking . I n publi c service s i n th e las t decad e man y 
have move d from  concentratio n o n input s (how  much  budget?,  what  staff 
establishment controls ?) t o output s (what  results  have  been achieved?,  to  what 
level of  quality?)  Centra l agencie s an d corporat e offices , i n man y settings , hav e 
moved from bein g regulators to providers of enabling policies, models and tools to 
assist publi c servic e organisation s t o achiev e thei r publi c purpose . Manager s an d 
supervisors ar e making th e transition fro m a  culture o f directio n an d contro l t o a 
culture where managers an d supervisor s ar e leaders , enabler s an d coaches . 

Such development s requir e organisationa l chang e an d actio n i n relatio n t o 
structures an d to how peopl e i n the organisatio n ar e managed . 

Structural change s supportin g th e developmen t o f a  performanc e cultur e i n 
government setting s hav e included : 

• restructurin g an d right-sizin g t o remov e unnecessar y managemen t layer s 
and duplicatio n o f functions ; 

• devolutio n o f accountabilit y an d responsibilit y t o th e leve l i n th e 
organisation wit h th e bes t informatio n t o make appropriat e decisions ; 

• legislativ e and policy reforms whic h provide an appropriate safety net  fo r 
organisations whil e allowin g the m maximu m flexibilit y t o adop t loca l 
policies an d system s tha t hel p the m t o mee t bes t thei r uniqu e 
organisational functions ; 

• revie w and update of accounting and information managemen t informatio n 
systems; 

• developmen t o f integrate d budgetar y an d strategi c plannin g initiative s t o 
ensure resources are prioritised in line with government goals, and systems 
are i n place to measure thei r achievement . 
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Such structura l change s mov e th e organisationa l cultur e awa y from  traditio n an d 
habit and towards a recognition that the organisation only exists to produce desired 
outcomes an d mus t b e judged o n it s succes s i n doin g that . From  Problem  to 
Solution,1 No. 1  in the Strategies fo r Improvemen t Series , describe s the overal l 
shifts tha t have taken place , broadening the range of managerial option s availabl e 
in th e publi c service . Redrawing  the  Lines ,2 No . 2  i n th e series , describe s th e 
particular significance an d implications of the delegation of personnel management 
in the chang e process . 

THE DRIVER S O F CULTUR E CHANG E 

People managemen t change s necessary t o build a  performance cultur e include : 

 developmen t o f a  visio n o f wher e th e organisatio n i s goin g t o guid e 
strategic planning -  this  is  who we  are and where  we are going; 

 chang e from a  control cultur e to a  commitment cultur e - fro m top-dow n 
directives t o two-way communicatio n an d mutual agreemen t o n targets ; 

 developmen t o f a  se t o f commo n values , a  code o f conduc t o r require d 
capabilities fo r th e organisatio n t o clarif y an d guid e expectation s o f 
appropriate organisationa l behaviou r -  this  is  how we  do  things  around 
here; 

 modellin g o f the desired behaviour s b y senio r management ; 

 respectin g an d considerin g th e histor y an d pas t successe s o f th e 
organisation a t every stag e of the reform programme ; 

 reducin g uncertaint y b y communicatin g openl y an d honestl y wit h 
employees a t each stage ; 

 buildin g trus t b y followin g throug h o n commitment s made ; 

From Problem to  Solution  - Commonwealth  Strategies for Reform,  No.l, Managin g the Public 
Service, Strategie s fo r Improvement Series , pp 69, Commonwealth Secretaria t 1995 , 
ISBN 0  8509 2 452 9 , Price : £9.00/US$ 14.00 

Redrawing the  Lines - Service  Commissions  and the Delegation of  Personnel Management, No 2, 
Managing the Public Service , Strategie s for Improvement Series , pp 90, Commonwealth Secretaria t 
1996, ISB N 0  8509 2 461 8 , Price : £9.00/US$ 14.00 
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• developin g system s t o nurtur e an d reward results-oriented thinkin g an d 
behaviours. 

Increasingly, contributio n no t statu s mus t becom e th e basi s fo r performanc e 
recognition, an d performance managemen t system s ar e valuable tools to integrate 
change strategies and develop a  performance culture . 

BUILDING LINK S 

A performance managemen t syste m i s an integrated series of processes, strategie s 
and actions that aim to focus the organisation o n the questions: 

Where do we  want  to  go? 

How will  we  know when we have got there? 

What do we  have  to do  to  achieve success? 

It is a  system o f direction-setting , objectiv e identificatio n an d feedback tha t links 
the strategic planning, budgetary and management activitie s of the agency with the 
targets and direction provided for individual staff . 

It start s wit h a  commitmen t t o performanc e communicate d from  th e to p o f th e 
organisation usuall y i n th e for m o f vision , missio n an d valu e statement s an d 
encompasses corporat e planning and the identification o f objectives and key result 
areas for the agency together with appropriate measures of success and monitoring 
mechanisms. 

A performanc e managemen t syste m link s th e organisatio n wit h th e grou p o r 
individual i n four key areas: 

• direction-settin g 

• objectiv e identificatio n 

• measurin g achievement s 

• providin g feedbac k 
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Performance managemen t syste m - linkin g organisationa l 
strategic plannin g wit h people managemen t 

Direction Objectiv e Measurin g Providin g 
setting Identificatio n Achievemen t Feedbac k 

knowing where  knowing  what  knowing  how  recognising  and 
you are  going you  want  to  you  will  know rewarding  good 
and how  you achieve  when  you have  performance, 
will behave achieved  turnaround  of 

unsatisfactory 
performance 

Organisation -  corporate  plan key  result  areas  performance  management 
wide concern s -  vision,  values,  objectives,  measures  reporting 

core capabilities  goals,  strategies  expressed  in  systems, 
expressed in,  corporate,  and  recognition  and 
strategic plan, strategic  and  reward 
business plan, business  plans strategies, 
department plan budget  planning 

cycle, capability 
reviews 

Group o r code  of  conduct,  key  result  areas  indicators,  progress 
Individual job  purpose,  objectives,  standards,  reviews,  annual 
concerns job  description,  goals,  strategies  targets  review, 

position expressed  in  expressed  in  recognition  and 
specification group  plan, own  group  and  reward,  training 

work plan individual  work  and  career 
plans development 

plan 
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GROUP OR INDIVIDUAL 

ORGANISATION 



THE PERFORMANCE SYSTEM 
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A performanc e managemen t syste m link s th e organisatio n an d th e individua l b y 
developing a  purposefu l results-oriente d directio n whic h set s th e scen e fo r bot h 
developing organisationa l objective s an d defining individua l tasks . 

ACHIEVING THROUGH  PEOPLE 



CORPORATE PLANNIN G PROCESSE S AND 
CYCLES 

Role and goal definition an d the setting of 
objectives an d prioritie s fo r th e whole o f 
government an d individua l ministries , 
departments o r othe r publi c servic e 
organisations se t th e scen e fo r 
performance management . 

Ideally, this occurs within a framework o f 
corporate o r strategi c plannin g whic h 
involves developmen t o f a vision fo r th e 
organisation an d publi c statement s abou t 
the organisation' s rol e an d goals . Thi s 
activity is followed b y an identification o f 
the bes t option s o r strategie s t o achiev e 
goals an d thes e ar e translate d int o a 

In South Africa's Gauten g Province , Heads 
of Departments who gather fo r thei r annual 
Budget Bosberaard retreat , firs t conside r 
government prioritie s and how these can 
best be met. Only when strategic direction 
is agreed an d priorities identifie d wil l 
departmental budge t estimates an d bids, 
tailored t o meet these priorities , be put 
forward. 

strategic pla n fo r th e organisation . 
Government priorities are then considered 
and budgetary allocation s made . Annua l 
business plans for each division, linked to 
the budge t cycle , flo w fro m th e strategi c 
plan. Performanc e measure s ar e the n 
developed fo r th e business plans . 

The Public Service Refor m 
Programme i n Zambia 

The reform programm e was officiall y 
launched i n Zambia in late 199 3 with 
the following mai n objectives : 

• To improve Government' s capacit y to 
analyse and implemen t national policie s 
and perform it s appropriate functions . 

• T o manage public expenditure to 
meet fisca l stabilisatio n objectives . 

• T o make the Public Servic e more 
efficient an d responsive to the needs 
of the population. 

It has three main components : 

1. Restructuring of the public service; 
2. Management and human resource 

performance improvement ; 
3. Decentralisation an d strengthenin g 

of local government . 

The strategy fo r delivering componen t 2 
is: 

• A  results-oriented organisationa l 
performance managemen t system fo r 
senior managers on the performanc e 
of their unit. 

• Base d on strategic plans, a  simple 
but comprehensive monitorin g and 
reporting process specifying overal l 
objectives, intende d outputs , planned 
activities and expenditures . 

Strategic plans containing organisational vision s which define the shape of the best 
possible organisational future , mission s or statements of purpose, and values which 
state th e operatin g philosoph y an d expecte d behaviour s fo r th e organisatio n ar e 
generally reviewe d eac h year . A  fundamenta l reappraisa l take s plac e ever y five 
years o r whe n th e organisatio n take s a  majo r chang e i n direction . Th e lea d i n 
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developing th e strategi c pla n i s 
usually take n b y th e Permanen t 
Secretary o r hea d o f departmen t an d 
the senio r managemen t team , bu t 
activities t o ensur e communicatio n 
and ideall y consultation wit h al l staf f 
are usually include d i n thi s process . 

The annua l revie w o f th e vision , 
mission an d values , overal l goal s and 
strategies take s plac e a t a  busines s 
management meetin g involvin g 
Permanent Secretarie s o r head s o f 
department an d th e senio r 
management team. Budge t allocations 
are considere d i n relatio n t o govern -
ment priorities . 

The strategi c pla n i s a  statemen t o f 
overall aim s an d objectives , an d th e 
business plan is the map of how to get 
there, how t o achiev e thos e aim s an d 
objectives. Sometime s they  ar e 
contained withi n th e on e documen t 
that may  b e calle d a  corporate plan . 
The followin g tabl e illustrate s characteristic s o f these plans . 

Strategic Plan 

Strategic in focus 

3- to 5-year outloo k 

Rolled over and updated annuall y 

Establishes high leve l strategi c direction 

Focuses on objectives, strategie s and the 
operating environment , not on resourcing 

Specifies objective s (intende d outcomes ) 
and provides critica l succes s factor s for 
their achievemen t 

Business Plan 

Operational i n focus 

Looks one year ahead 

Prepared annuall y 

Translates strategic directions int o action 
plan for the coming year 

Focuses on all issues associated wit h 
translating objectives an d strategies into 
deliverable outputs , including resourcin g 
and detailed timeline s 

Specifies outputs , resources, time-lines, 
performance measure s and targets 
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The New Zealand Governmen t has adopted 
a strategic planning approach whic h 
encompasses both the electoral and 
budgetary cycles . A  1993 document 
'Pathway to 2010' has set vision statement s 
for government organisation s fo r the period 
1994 to 2010. A second document 'The 
Next Three Years ' has been developed by 
ministers and public employees and 
contains milestones for policy actio n to 
achieve the vision. In support of these 
activities, Strategic Resul t Areas (SRAs) 
which define longer-ter m priorit y 
objectives hav e been set by Cabinet for 
either single departments , or where there 
are multiple contributors , across portfolios . 
In addition to SRAs, supportive and 
additional Key Result Areas (KRAs) are set 
by each minister for departments withi n 
their portfolio . 

SRAs and KRAs are included in chief 
executive performance agreement s and form 
the basis for the budget bid process and 
agency planning . 



The top or overal l direction-setting en d o f performance managemen t ha s received 
considerable attentio n ove r the las t fe w year s a s governments , increasingl y face d 
with severe resource constraints, plan and ensure that critical priorities are achieved. 

The Stat e o f Victori a i n Australi a ha s develope d a n Integrate d Managemen t Cycl e (IMC ) 
which establishe s a  timetabl e fo r planning , resourc e allocation , deliver y an d performanc e 
monitoring, reportin g an d reviewing . I t aim s t o ensur e tha t governmen t i s i n contro l o f 
strategic direction s i n a  changin g environment , whil e givin g minister s an d department s 
clear responsibilit y s o tha t detaile d centra l agenc y contro l i s no t necessary . Th e IM C 
links portfoli o strategie s t o th e budge t proces s an d thes e strategie s ar e th e basi s fo r 
departmental corporat e an d busines s plans . Result s ar e evaluate d an d ar e par t o f th e 
input fo r th e nex t year' s cycle . 

The IM C i s the predictabl e calenda r whic h bind s togethe r decision-makin g o n th e 
Government's broa d policie s an d strategie s wit h decision-makin g abou t resourc e 
allocation an d th e deliver y o f qualit y service s t o th e communit y i n th e contex t o f 
rigorous financial  constraints . 

INTEGRATED MANAGEMEN T CYCL E 
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MANAGING INDIVIDUAL PERFORMANCE -
THE APPRAISAL SYSTEM 

TOWARDS RESULT S 

The mechanism whic h translates corporate objectives int o action at the level of the 
unit and the individual i s an appraisal syste m designed to incorporate the direction 
and objectiv e setting , measuring an d feedback , rewar d an d recognition principle s 
of performance management . 

Traditional appraisa l systems lac k focus o n organisational objectives . I n failing t o 
emphasise goal setting, assessment an d skill development elements of performanc e 
management the y contribut e littl e to organisationa l succes s and learning . 

Many public service organisations have had, or still maintain, performance appraisa l 
systems tha t rel y o n assessin g th e personalit y characteristic s o f employees . Suc h 
systems depen d heavil y o n subjective judgement rathe r than observabl e evidence . 
Many o f the Annual Confidentia l Repor t system s stil l employed i n public servic e 
organisations today are based on ratings of personality traits. They allow no control 
over th e biase s o f th e appraiser . A s thes e system s ten d t o apprais e suc h 
characteristics as loyalty, dependability and reliability, all valued components of the 
human character , they strike strong emotional chords in the person being appraised 
if the judgement i s negative. I n som e systems , especiall y thos e tha t ar e not ope n 
and wher e th e appraise r i s neve r awar e o f th e content s o f th e appraisa l repor t 
submitted, the y ca n giv e rise to much acrimony . 

An example of an over-subjective scal e in an outdated Annual Confidentia l Repor t 
system i s given below . 

Work 
application 

indifferent 
and lazy 

tendency 
towards 
laziness 

average diligent puts effort 
into work 

Modern appraisa l system s increasingl y see k t o incorporat e objective-setting , 
measurement o f results , an d potential  fo r performanc e improvemen t throug h 
additional resourcin g o r training . Appraisal s ar e therefore increasingl y designe d 
around a  series o f goals  which hav e been se t fo r a  particular employee . 
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FOUR APPROACHES TO FINDING A BALANCE 

However, there is a risk that the reaction against assessing personality characteristics 
has swung  th e pendulu m to o fa r i n the othe r direction . Ther e i s a  balance t o b e 
struck betwee n assessin g persona l characteristic s an d assessin g b y results . Th e 
appraisal system should se t specific individua l targets for employees agains t which 
their achievement s wil l b e measured, bu t basing  performance assessmen t onl y o n 
results achieved can encourage overly competitive short-term behaviours. This may 
detract fro m th e effectiv e workin g o f th e organisatio n a s a  whole . Usefu l 
behaviours, suc h a s latera l thinking , monitoring , environmenta l scannin g an d 
mentoring, that work to maintain underlyin g systems and long-term organisationa l 
health an d viability , ma y g o unrecognised an d unrewarded . 

This proble m o f finding a  balanc e betwee n assessin g b y result s an d assessin g 
personal characteristic s i s overcom e i n publi c servic e organisation s i n fou r way s 
explained below . 

1. Includin g behaviour-base d generi c tasks , performanc e indicator s 
and standard s i n the annua l appraisa l 

In such systems the employee is appraised on individual tasks achieved and whether 
he/she has met the desired performance leve l for generic tasks and standards. Such 
an approac h ca n allo w incorporatio n o f desired organisationa l behaviour s suc h a s 
team co-operatio n an d custome r service . 

For example, the following tasks , indicators and standards might be included in all 
appraisals of employees i n a central public service agency which provides a service 
to othe r ministrie s an d department s suc h a s a  centra l personne l office . Thes e 
generic tasks and standards would accompan y the individua l targets agains t which 
the employee' s performanc e i s to be measured . 

Key Task 

Participate i n urgent 
priority task s of the 
unit 

Respond to al l clien t 
organisation enquirie s 

Performance Indicato r 

Response to management 
request fo r re-prioritisatio n 

Timeliness an d accuracy of 
responses 

Performance Standar d 

100% response to priority 
requests 

All complaints to be 
responded t o within 2  days 

No complaints to be 
received relating to 
accuracy o f informatio n 
given 
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2. Developin g valu e statement s fo r th e organisatio n an d includin g 
consideration o f thi s i n th e annua l appraisa l 

Such statements express the corporate values and desired employee behaviours, they 
are the way  we  do things  around  here.  I n such system s th e employee i s appraise d 
on results achieved and  the degree to which they have adhered to these values. Fo r 
example, Champy 3 suggest s th e followin g values  whic h ca n b e adapte d fo r 
particular publi c servic e organisations . 

Is the employe e willin g to : 

• perfor m u p to the highest 
measure o f competence, always? 

take initiatives an d risks? 

adapt to change? 

work co-operatively a s a team? 

judge an d be judged, reward and 
be rewarded o n the basis of 
performance? 

be open, especially wit h 
information, knowledg e an d news 
of problems? 

trust and be trustworthy? 

respect others and self ? 

answer fo r own actions , accept 
responsibility? 

make decisions? 

3. Includin g assessmen t o f whether th e cod e o f conduct ha s bee n 
adhered t o i n th e annua l appraisa l 

This ca n be a  way o f ensuring behavioura l standard s ar e being addresse d withou t 
undertaking potentially resource-intensive competency development exercises. Thi s 
approach wa s followe d i n th e Performanc e Managemen t Syste m fo r th e Lesoth o 
Civil Service . 

Reengineering Management: the Mandate for New Leadership, James Champy, 1995, 
HarperBusiness, HarperCollins, New York 
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Performance Managemen t and the Code of Conduct 

The performance management system encourages focus on  work achievements rather  than 
conduct However,  it is expected that all civil servants will meet the requirements of the 
Code of Conduct embodied in Part 2 of the Public Service Bill of 1994.  A  copy  of the 
code is appended to this Guideline. 

Performance Managemen t System fo r the Lesotho Civi l Service 

4. Developin g an d includin g a  set o f desired cor e competencie s i n th e 
appraisal 

Competencies are the defined  skills, knowledge experience and behaviours required 
for successful  performance in  particular classes  or  types of  jobs. 

Competencies describ e wha t a n individua l i s bringin g t o thei r job . Cor e 
competencies ar e th e common  attributes,  type,  level  and  quantity  of  skills  and 
behaviours that employees are expected to demonstrate so that the organisation may 
meet its  future objectives. 

Competencies are increasingly being used in appraisal systems to establish one core 
set o f require d attribute s fo r al l employees . I n suc h system s th e employe r i s 
appraised on results achieved and whether they are demonstrating that they possess 
the core  competencies . 

In developin g thei r Annua l Performanc e Revie w System , th e Governmen t o f 
Mauritius chose the areas Providing Service, Job Knowledge, Working with Others, 
Managing Wor k an d Genera l Conduc t a s areas i n which al l publi c servant s wer e 
expected t o sho w competence , i n additio n t o th e requiremen t tha t the y mee t 
individual tas k targets . T o encourag e supervisor s an d managers an d professional / 
technical staf f t o attai n highe r standards , th e area s o f Managin g Resource s an d 
Professionalism wer e include d i n thei r cor e competencies . Senio r Managers wer e 
also rated o n Leadership . Th e annual appraisa l was based on assessmen t o f ho w 
well each employee had performed i n relation to each area of competence, how well 
they ha d achieve d ke y tasks an d whether they  had made additiona l contributions . 

To allow assessmen t i n relation to core competencies, the appraisal for m provide d 
examples o f observabl e behaviour s whic h demonstrate d th e require d leve l o f 
competence. 
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The Government o f Montserrat in the West Indies includes a  set of competencies in 
its appraisal syste m to guide decisions relating to development an d potential. An example 
of some of these competencies applicabl e to senior management i s given below: 

Adaptability - cope s with consistently hig h pressure; maintains confidenc e i n a 
prolonged crisis . 

Initiative - applie s innovative thought consistently ; seeks opportunities to create and 
develop initiatives . 

Analytical Ability - interpret s and analyses fo r ministers and senior management, often a t 
short notice, the oral and written views of others. 

Judgement - applie s to the most complex issues ; gives on-the-spot judgements an d 
reconciles o r chooses between conflictin g advic e from othe r senior sources. 

Inter-personal Skills - cultivate s an d makes effective us e of high leve l and influentia l 
contacts, providing acces s to decision-makers, and uses public relations effectively t o 
pursue objectives . 

Communication Skills - make s convincing presentation o f important/complex idea s at 
the highest leve l a t home and overseas. 

SUMMARY 

While the major thrust of effective performanc e management systems is towards the 
setting of objectives and the measuring and achieving of results, many systems now 
successfully incorporat e multi-dimensiona l performanc e criteria . Th e majo r 
dimension remain s tas k achievement , whil e assessmen t agains t behaviour-base d 
performance measures , value statements, codes of conduct or core competencies can 
provide reference points which give direction i n how people are expected to behave 
to ensur e the long-ter m succes s o f the organisation . 

The assessmen t o f additiona l contribution s ca n provid e a  usefu l mean s o f 
identifying outstandin g performanc e an d encouragin g a  cultur e o f continuou s 
improvement. 

In summary , performanc e appraisa l system s fo r th e publi c servic e wil l provid e 
scales fo r measurin g thre e area s o f performance : 

performance i n meeting persona l targets ; 

performance i n adherin g to behaviour-based criteria ; 
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performance i n making additiona l contribution s to the organisation. 

Examples of observable behaviours fo r two of the core competencies selecte d by the 
Government of Mauritius. 

Providing Servic e 

responds sensitivel y an d courteously to needs of public and other departments; 

responds within time standards of unit; 

complies to all safety standard s when providing service . 

Professionalism 

applies technical knowledg e and experience to meeting division objectives ; 

• contribute s to the improvement o f professional standard s i n Government ; 

adheres to al l relevant professional standards ; 

shares knowledge gained through training programmes with colleagues. 
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GETTING STARTED - DESIGNIN G THE PERFORMANCE 
MANAGEMENT APPRAISAL SYSTEM 

Performance managemen t appraisa l i s no t jus t a  syste m fo r annua l employe e 
assessment, i t i s an activity that impacts on every aspec t of how each individual i s 
managed i n the organisation . 

Planning and measuring are key processes of the performance managemen t system . 
These ar e th e processe s tha t lin k goal s t o action s an d achievements . I n a n idea l 
world, th e plannin g syste m link s al l area s o f activit y an d th e wor k o f ever y 
employee t o the organisation' s goals . 
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PLANNING FOR PERFORMANCE 

In reality, of course, strategic planning activity i s occurring in some public service 
organisations, particularl y thos e movin g toward s commercialisation , an d no t i n 
others. However , lack of perfect corporat e planning should not delay the design of 
the syste m o r th e commencemen t o f pilots . Th e ver y proces s o f wor k pla n 
development a t individua l leve l wil l caus e a  flow  upward s an d wil l foste r th e 
development o f organisational objectives . I n effect, th e aggregate of the individual 
plans can form the basis of the division plan and the aggregate of division plans the 
organisation plan . Thi s i s no t th e idea l bu t i t reflect s realit y an d experienc e 
indicates that i t works. The pilot period i n one ministry o r department provides an 
opportunity fo r ministries or units not involved i n the pilot, to undertake corporat e 
planning exercise s i n readiness fo r implementatio n o f individua l objective-settin g 
in work plans . 

In summary , i t ha s bee n a  common experienc e i n a  number o f countrie s tha t th e 
implementation o f performance managemen t i s i n a  bottom up  manner wher e the 
completion o f work plan s by employee s aggregate s u p the syste m an d helps bot h 
to spee d u p an d shor e u p the mission-buildin g an d corporat e plannin g processes . 
Over time, a  balance i s achieved and the desired linkin g of each employee' s wor k 
to the corporat e missio n i n a  more top  down  mod e occurs . 
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RESISTANCE 

Developing a  ne w performanc e 
management appraisa l syste m i s a 
major organisationa l intervention and 
change strategy . I t require s 
adjustments i n man y othe r 
management activitie s an d practice s 
and raise s issue s tha t peopl e find 
disturbing. Reachin g agreement with 
others o n organisationa l objective s 
and individua l tasks , an d role s an d 
changing expectation s o f supervisor s 
towards discussin g rathe r tha n 
directing, entail s peopl e havin g t o 
face what they really should be doing 
and how well they should be doing it. 
This can be threatening. 

Evaluations hav e show n tha t i n 
following a performance management 
pilot i t i s ofte n th e employee s wh o 
identify th e most benefits from the system and are enthusiastic for the approach. 
Perhaps for the first time they feel they understand what they really have to do and 
what standard of performance is expected of them. Also , possibly for the first time, 
they ar e receivin g regula r feedback , guidanc e an d recognitio n fo r thei r 
achievements. Psychologica l an d cultura l studie s indicat e th e degre e t o whic h 
everyone requires attention from authority figures - negative feedback is preferable 
to n o feedbac k a t all . Performanc e managemen t wit h it s cycl e o f structure d 
feedback forces even the most people-shy supervisor to provide needed attention to 
employees. 

Supervisors often find that the introduction of performance management encourages 
them to give immediate attention to managing in a way that is both more people-
and more process-oriented. The y are required to be analytical and to develop clear, 
strategic objective s an d tasks for thei r unit , reach agreemen t wit h employee s on 
work plan s an d b e subjec t themselve s t o regula r appraisal . Initially , thi s 
undoubtedly forces supervisors to work harder before they can reap the benefits of 
a regular and consistent approach to work planning and monitoring. 

The impac t o f thes e change s ca n b e initia l resistanc e t o th e developmen t an d 
introduction of a new performance management system. The presence of a currently 
inadequate system or the remembered history of a previously unsuccessful one may 
add to resistance and negativity. 

The Governmen t o f Zimbabw e Civi l 
Service Refor m Programm e commence d i n 
1989 wit h th e settin g u p of th e Publi c 
Service Revie w Commissio n an d the 
development o f a  framework fo r reform . 
To date , achievement s hav e include d 
rationalisation o f th e siz e an d function s o f 
government an d the introductio n o f moder n 
policies an d management methods . 

A cornerston e o f refor m ha s been th e 
introduction o f performance management . 
The Governmen t o f Zimbabwe starte d wit h 
a bes t practic e top  down  approac h wit h th e 
training o f senio r managers an d the 
completion o f 1 5 corporat e plan s fo r 
ministries acros s government . Trainin g o f 
all employee s an d the developmen t o f 
individual wor k plan s ha s now commenced . 
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SPONSORSHIP AN D COMMUNICATIO N 

To deal with this resistance, two issues must be addressed at the very start of the 
performance managemen t project : th e issue s o f governmen t and/o r senio r 
management commitment , an d of communication. 

Sponsorship at the highest level is needed for a performance management project . 
This is to ensure that adequate initial and on-going resourcing is provided, and that 
a clear message comes through to the organisation that the idea is not a fad but a 
modern managemen t syste m tha t wil l be introduce d bot h fo r th e benefi t o f the 
organisation and of the individual. Thi s sponsorship must come from th e senior 
management tea m and , when appropriate, the relevant minister o r Cabinet. Th e 
first task o f the refor m group , personne l divisio n o r projec t tea m initiatin g th e 
system is to obtain this sponsorship by appropriate submissions and presentations 
to ensure top level commitment t o the project. 

Submissions nee d t o detai l th e histor y an d curren t statu s qu o i n relatio n t o 
performance managemen t i n th e publi c servic e o r individua l organisation , th e 
objectives of the proposed system, expected benefits, resourcing requirements and 
anticipated timeframes . Ther e shoul d b e a  a n officia l sign-of f tha t provide s 
legitimacy fo r the performance managemen t project . 

Following sign-off, a  project plan is developed detailing all action steps involved 
in development , pilotin g an d implementation , togethe r wit h timeframe s an d 
allocation of responsibilities. T o assist in on-going sponsorship and commitment 
from senio r management, they are given a clear role in the project that involves an 
on-going organisationa l an d public profile . Ideally , a  senior managemen t tea m 
member would be included on any steering committee or other task direction group 
set u p t o overse e design , developmen t an d implementatio n o f th e performanc e 
system. 

In line with best change management practice, communication strategies commence 
at the initial stages of system design and are included in the project plan . Initia l 
strategies includ e suc h activitie s a s discussion s wit h ke y stakeholders , e.g . 
department heads and representatives of employee associations, circulars to staff at 
key stages, government media releases and document launches. 

DESIGNING TH E RIGHT SYSTE M 

There are a number of options for designing the appraisal system: 

• appointin g a  steerin g committe e t o overse e th e project , includin g 
representatives of senior management, the human resource and personnel 
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and training departments, employees, a representative of the public service 
unions an d othe r ke y stakeholders ; 

• placin g th e projec t unde r th e contro l o f th e directo r o f a n appropriat e 
functional area , e.g . th e Refor m Unit , th e Qualit y Unit,  o r th e Huma n 
Resource Division ; 

• appointin g a  project office r o r project team to carry out development an d 
implementation o f the system ; 

• contractin g an outside consultant either to develop the system or to advise 
and facilitat e a n in-house projec t team . 

Whichever combinatio n o f th e abov e option s i s adopted , i t i s critica l t o th e 
development, implementatio n an d overall success of the performance managemen t 
system tha t i t i s treated a s a  key change project tha t requires dedicated resourcin g 
and senio r management  support . 

Staff involve d shoul d posses s projec t management , chang e management , huma n 
resource managemen t an d policy developmen t skills . 

Activities involve d fo r th e project i n the initia l stage s will  include : 

• researc h o f performance managemen t theory ; 

• researc h o f othe r performance systems ; 

• consideratio n o f th e strength s an d weaknesse s o f th e ol d syste m an d 
employee expectation s o f the new; 

• consideratio n o f th e impac t o n an d an y require d adjustment s t o othe r 
people-management processe s suc h a s jo b evaluatio n an d promotio n 
practices; 

• consultatio n wit h management an d employees an d employee association s 
on the policy an d procedural rule s o f the system ; 

• desig n o f guideline s detailin g th e objective s o f th e performanc e 
management system , th e annua l performanc e managemen t cycl e an d 
processes; 

25 



design o f appropriat e form s 
for progres s an d annua l 
reviews; 

identification o f pilo t sites ; 

agreement with pilot sites on 
participation; 

preparation for pilot through 
examination o f reportin g 
structures, availabilit y o f 
duty statement s an d othe r 
factors tha t migh t impac t 
during the pilot; 

development o f pilo t 
evaluation strategies ; 

development o f trainin g 
strategy an d trainin g 
materials fo r the pilot; 

briefing session s fo r ke y 
managers and groups on the 
nature an d expecte d impac t 
of th e performanc e 
management system ; 

development o f commun -
ication material s an d 
activities fo r launc h o f th e 
guidelines an d form s an d 
announcement o f the pilot. 

DELEGATING DESIGN 

THE DESIGN MODE IN LESOTHO 

At the end of 1995, a Commonwealth 
Secretariat consultan t worked with a 
Lesotho Civi l Service team of eight 
members over a five-week period to 
develop a performance managemen t 
system. Ove r this period, consultatio n 
across Government was held, system form s 
and guidance notes, training and 
evaluation plans and negotiations for pilots 
in three sites were all completed. 
Communication and presentation material s 
were prepared and a major 
launch for eighty senio r members of 
Government held in the form of a one-day 
seminar. Th e pilots will occur during 
1996 and full implementatio n i s planned 
for 1997 . 

The project wa s seen to accomplish a 
major ste p forward i n a very shor t space 
of time due to a number factors : 

• readines s for a new approach to planning 
and appraisal , as performance manage -
ment had been taught for some time as a 
management training segment at the 
Government training institute , even 
though it was not being practised; 

• widesprea d dissatisfactio n wit h the 
current closed appraisa l system ; 

• combinatio n of a knowledgable loca l 
team selected fro m a  range of key areas 
including the civi l service reform project , 
the public service human resource and 
personnel units , and the Government 
training institute , supported by good 
resources, dedicated keyboard operato r 
and vehicle driver, and led by a 
consultant with strong technical expertis e 
in performance management . 

In some countries , the public servic e 
has modernise d th e performanc e 
appraisal syste m b y definin g ke y requirement s an d then encouragin g ministries , 
departments an d other agencies to design system s which meet those requirements 
but which are tailored to sui t their own particular culture and function. 
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The U.K . Civi l Servic e ha s bee n seekin g t o delegat e ownershi p an d autonom y a s fa r a s 
possible o n performanc e appraisal . Ther e ar e onl y tw o rule s tha t must be complie d with : 

• th e arrangement s mus t includ e a  means o f ratin g overal l performanc e whic h i s 
unsatisfactory o r unacceptable; an d 

• the y mus t underpi n th e organisation' s arrangement s fo r performance-relate d pay . 

There are , however , principle s whic h mus t be take n int o account : 

• a  system fo r regular appraisa l i s a  key elemen t i n the deliver y o f result s an d improvin g 
the performanc e o f people ; 

• th e syste m shoul d b e appropriat e t o particular managemen t an d operationa l need s an d 
should b e reviewe d regularl y t o ensur e the y ar e cost-effective ; 

• staf f shoul d kno w i n advanc e wha t i s expecte d o f them , ho w thei r performance wil l b e 
assessed, an d shoul d ge t effectiv e feedback : i f assessmen t o f fitnes s fo r promotion i s 
made, the y shoul d b e informed ; 

• thos e responsibl e fo r appraisin g peopl e shoul d b e competen t t o d o s o an d hav e receive d 
training; 

• trainin g an d developmen t need s shoul d b e identifie d wher e no t establishe d separately ; 

• ther e shoul d b e arrangement s fo r recording an d handling an y dispute s an d managemen t 
and staf f shoul d b e awar e o f them . 

These key requirements are likely to include: 

• executiv e support and sponsorship; 

• consultatio n with management and staf f on the objectives and components 
of the system; 

• link s t o the corporat e planning , strategi c plannin g processes , o r i n the 
absence of these, to organisational or division goals and objectives; 

• developmen t of simple processes, easy to understand forms and guidelines; 

• provisio n fo r individua l wor k plans with key tasks, and qualitative and 
quantitative performance measures ; 

• provisio n for skil l development needed for individual s to complete tasks 
to required standards; 
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• provisio n fo r on-goin g revie w throughou t th e yea r an d fo r a n annua l 
appraisal based, in the main, on work results; 

• strategie s for dealing with unsatisfactory performance and for recognising 
good performance; 

• procedure s for dealing with grievance resolution; 

• system s for ensuring appropriate confidentiality of appraisals and document 
storage; 

• trainin g for al l staff before commencing participation i n the system. 

The Australia n Publi c Service s encourage s agencie s t o develo p thei r ow n performanc e 
management syste m withi n a  framewor k o f guidelines . However , s o tha t equit y o f pa y 
outcomes across the public sector can be assessed, each agency i s required to have 
a five-point rating scale fro m (1 ) Unsatisfactory t o (5) Outstanding (Auditor-General' s 
Report No. 1 6 1993-9 4 'Pa y fo r Performance') . 

The following guidanc e example i s given to agencies. 

1 Unsatisfactor y 
Performance doe s not meet the standard expected a t this classification level . Thi s 
level indicates that the employee has failed t o deliver satisfactory result s agains t a 
significant numbe r of indicators. 

2 Adequate 
Performance just meets the standard expected o f officers a t this classification level . Thi s 
level indicates that the officer ha s delivered satisfactor y result s agains t most indicators . 
It could be expected tha t some inexperienced officer s woul d be rated adequate . 

3 Fully Effectiv e 
Performance full y meet s the standard expecte d o f officers a t this classification level . This 
level indicate s the officer ha s delivered satisfactory o r better results against most indicators. 

4 Superio r 
Performance exceed s the standar d expecte d of full y effectiv e officer s a t this classificatio n 
level. Thi s level indicates that the officer has delivered better than satisfactory results against 
most indicators . 

5 Outstandin g 
Performance fa r exceeds the standard expected of fully effective officer s a t this classification 
level. Thi s level indicates the officer ha s delivered exceptional results against all indicators. 
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Availability an d widesprea d distributio n o f definitiv e guideline s i s a  key elemen t 
in introducin g a  new performanc e appraisa l system . Th e guidelines provide : 

• a  consistent an d holistic view of the organisation's policy on performanc e 
management an d what th e appraisa l syste m i s expected t o achieve ; 

• a  day-to-da y guid e t o employee s an d supervisor s o f thei r role s an d 
responsibilities i n relation to performance appraisa l and how these should 
be undertaken ; 

• a  sourc e documen t fo r th e developmen t o f performanc e managemen t 
training material s tha t ar e i n lin e wit h th e particula r polic y an d syste m 
details adopte d an d detaile d i n the guidelines ; 

• a  means o f providing a n understanding o f the system fo r employee s wh o 
may no t hav e yet attende d a n appraisa l trainin g course . 

GUIDELINES 

Guidelines shoul d take employees and managers ste p by step through the stages of 
the annua l performanc e appraisa l process , from  objectiv e settin g t o decision s 
following th e annua l review . Th e languag e use d an d th e ton e o f th e documen t 
should encourage open discussion and participation. Brie f but comprehensive an d 
easy to understand guideline s wil l assis t i n improvin g th e quality o f performanc e 
management, lessen misunderstandings about the system, promote a joint ownership 
approach betwee n employee s an d thos e wh o wil l revie w them , eas e pressur e o n 
personnel inquir y system s an d hel p t o cove r an y gap s lef t betwee n trainin g an d 
implementation. A n exampl e o f th e content s o f appraisa l guideline s ar e give n 
below. 
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APPRAISAL GUIDELINE S - EXAMPL E OF CONTENTS 

1. Introduction 

Government policy statemen t on Performance Managemen t and Appraisal givin g 
authority an d compliance statu s to the material i n the document . 

2. What i s Performance Managemen t 

Statement explaining principle s of objective-setting, measurin g an d feedback a t level 
of organisation an d the individual . 

3. Objective s o f the Performance Syste m 

Detailing the overal l objective s sough t from applicatio n o f the system. 

4. How does the Performance Syste m work each year 

Diagram providing visua l representation o f how the system wil l work, i.e . the annual 
cycle of organisational planning , individual wor k planning, progress reviews, annual 
appraisal an d decisions flowing from tha t appraisal . 

5. Planning 

One or two paragraphs on : 
• Ministry/Divisio n planning ; 

Unit planning; 
individual work planning; 
the work plan meeting; 
confidentiality an d storage of work plan forms . 

6. Reviewing progres s 

One or two paragraphs on: 
• th e role and importance of progress reviews; 

when to conduct ; 
how to conduct and document . 

7. The Annual Performanc e Appraisa l 

One or two paragraphs on: 
preparing fo r the appraisal ; 
the appraisa l meeting ; 

• discussion ; 
the training plan; 
completing the form . 
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8. Decisions fro m th e Performance Appraisa l 

One or two paragraphs on: 
resolving lac k of agreement (including an y grievance processes to be utilised); 
dealing with unsatisfactory performance ; 
rewarding outstanding performance ; 

• administrativ e arrangements , roles and responsibilities . 

9. Examples 

examples o f wor k pla n sectio n o f for m showin g objective s an d performanc e 
measures fo r a  range of positions. 

THE FORM 

The same care should be taken in designing the appraisal form. A  form tha t meets 
all the reporting and systems requirements, that cues the desired responses, controls 
for bias and i s easy to use and understand, ca n contribute greatly to the success of 
the appraisa l system . 

Over-emphasis o n numbers , averagin g an d comple x arithmeti c shoul d b e avoide d 
as i t distract s from  ope n discussio n an d sharin g o f perceptions betwee n employe e 
and appraiser . Th e for m shoul d b e designe d t o encourag e fai r an d considere d 
judgement an d mak e transparen t th e basi s o f th e judgemen t proces s tha t ha s 
occurred. 

The appraisa l for m ma y contai n th e followin g features : 

• brie f an d simpl e design ; 

• for m advisin g tha t guideline s shoul d b e consulted , bu t eac h page o f th e 
form t o contai n enoug h procedura l instruction s s o that the for m ca n als o 
'stand alone' ; 

• agree d leve l o f confidentialit y o f the for m t o be clearly stated ; 

• informatio n gathere d i n relation to employee' s name , position , etc . to be 
confined t o informatio n tha t the system genuinel y needs ; 

• for m t o contai n a  wor k pla n tha t i s output-focused , wit h allowanc e fo r 
details of the appraisee's work objectives for the appraisal period, together 
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with details of the standard expected and how success against that standard 
will b e measured i n both qualitative and quantitative terms; 

• allowanc e fo r detail s o f trainin g neede d t o complet e objective s t o b e 
documented o n the form when the objectives ar e developed; 

• for m t o contai n a  progres s revie w shee t whic h allow s realignmen t o f 
objectives, i f necessary , an d earl y identificatio n o f unsatisfactor y 
performance; 

• for m to include allowance in the annual appraisal section, for achievement 
against objectives , conformity wit h organisational behavioura l standards, 
e.g. cod e of conduct , value s etc . and details o f additional contributions ; 

• ratin g scal e descriptor s t o b e positive an d not punitiv e i n tone, e.g . th e 
middle o f the five-point scale as good; 

• ful l statement s a s to meanin g of , o r expected performanc e behind , eac h 
rating scale point descriptor to be included on the form; 

• ful l statement s o f th e implication s o f a  particula r overal l rating , fo r 
example payment  of  increment  requires a  rating  of  satisfactory  t o b e 
included on the form; 

• allowanc e for both appraiser and appraisee's comments to be included on 
the form; 

• allowanc e for training and development discussion and agreement on needs 
to be included in annual appraisa l section; 

• allowanc e for additional comments by other managers in cases of dispute. 

EXAMPLES 

Some worked examples o f a balanced performance appraisa l form an d supporting 
guidelines ar e provided i n Appendices A and B respectively . 
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THE ANNUAL PERFORMANCE CYCLE 

FOUR STAGES 

In designin g th e processe s o f th e performanc e managemen t appraisa l system , a n 
important elemen t wil l be decisions o n the most appropriat e star t an d finish  date s 
of th e annua l performanc e appraisa l cycle . Consideration s wil l includ e 
organisational strategic planning timeframes an d dates for payment of merit-related 
pay increases. Generally , setting of individual objectives and development of work 
plans occurs at the appropriate point in the budgetary cycl e when overall prioritie s 
for th e year have been se t an d available resources ar e known. 

The Government of Lesotho adopted thi s cycle for their budgetary, corporat e and division 
planning an d individua l work planning activitie s 

The performance managemen t cycle in the Lesotho Public Service 

The fou r ke y stage s are : 

1. settin g individua l objective s throug h wor k pla n development ; 
2. adjustin g objectives , assessin g progres s an d providing feedback ; 
3. th e annua l appraisal ; 
4. makin g decisions . 
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STAGE ON E IN TH E ANNUAL PERFORMANC E CYCL E -  SETTIN G INDIVIDUA L 
OBJECTIVES THROUGH WORK PLAN DEVELOPMENT 

A wor k pla n fo r individua l employee s i s a  statemen t o f wha t th e employe e i s 
expected t o achiev e an d to wha t leve l o f performance ove r a  particular perio d o f 
time. I t i s generall y par t o f the for m o n which progres s review s an d the annua l 
appraisal ar e documented . 

The United Kingdom Socia l Security Headquarter s have further develope d the SMART 
formula and include it in their Guide to Performance Appraisal : 

S - Simple  -  clear , understandable . 

Does the staff member understand precisely wha t he or she has to do to achieve this 
objective? 

M - Measurable  -  quantity , quality , money, time. 

The most difficul t area , particularly i n jobs which do not lend themselves to quantifiable 
outputs I f quality of work is a major facto r in determining whether the objective has 
been successfully achieved , the concept of 'assessability' ma y be more relevant than 
'measurability'. 

A - Agreed  -  betwee n you, your staff membe r and the countersigning officer . 

This speaks for its itself -  commitmen t is only possible if objectives are genuinely 
agreed. 

R - Realistic  -  withi n the control of the individual , takes account of their 
experience and capability. 

Take the opportunity to ascertain how stretching the staff membe r perceives each objectiv e 
to be and discuss any differences betwee n you. Also , check that achievement of the 
objective doe s not depend substantially on the work of others. I f it does, then be 
prepared to re-frame i t to take account of the specific contributio n of the staff member . 

T - Timely  -  reflect s curren t priorities, assessable within the annual reporting cycle. 

If projects ar e likely to take a number of years to complete, set 'milestones' fo r what is 
expected to be achieved in the current year. 

The wor k pla n i s complete d b y th e superviso r an d employe e a t th e star t o f th e 
annual appraisa l cycle . Th e key element s i n the work plan desig n are : 

• drawin g u p of the work to be done from both the objectives an d plans o f 
the organisatio n an d from the employee' s job description ; 
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• describin g the work to be done in terms of objectives or outputs of what 
will be achieved over the period covered; 

Example of work plan page for a performance 
management appraisa l form . 

WORK PLA N 
to be agreed between the supervisor and the employee 

at the start of the annual appraisal cycle 

Supervisor's Signature Employee' s Signatur e Dat e 
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Key Job 
Accountabilities 
drawn from job 
description and 
department goals 

Objectives 

results to be 
achieved 

Performance 
Measures 
how you will  know 
that results have 
been achieved, 
include quantitative 
and qualitative 
measures 

Additional Skill s 

any additional skills 
required to achieve 
objectives 



• identifyin g performanc e 
measures tha t sho w ho w 
success will be measured; 

• identifyin g an d statin g th e 
required leve l o f perfor -
mance; 

• allowanc e fo r a  skil l 
development plan to identif y 
any specia l assistanc e o r 
training the employee might need to achieve the set goals for the year; 

• allowanc e fo r sign-of f o f agreemen t betwee n th e superviso r an d th e 
employee on content. 

STAGE TW O -  ADJUSTIN G OBJECTIVES , ASSESSIN G PROGRES S AN D PROVIDING 
FEEDBACK 

Performance managemen t encourage s regula r an d on-goin g communicatio n and 
feedback between supervisors and employees. The inclusion of formal, documented 
progress review s a s part o f th e annua l performance appraisa l cycl e ensures thi s 
important management activity occurs. Progres s reviews provide the opportunity 
for adjustment of objectives in line with changed organisational priorities, for any 
resourcing, skill s needs o r performanc e difficultie s t o be identifie d an d quickl y 
resolved. Ideally , reviews should be scheduled quarterly. 

A number of countries, includin g Zambi a 
and Zimbabwe , have found th e SMART 
formula usefu l i n developing performanc e 
objectives, an d included i t on their work 
plans: 

• Objectives  must be Specific; Measurable, 
Achievable; Results-Oriented and Time-
Framed. 
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STAGE THREE - TH E ANNUAL APPRAISA L 

Good system policy and rule design, and appropriate form desig n can greatly assis t 
in ensurin g tha t th e annua l appraisa l i s a  tim e fo r ope n discussion , agreement , 
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increased understandin g an d trust , an d commitmen t t o futur e achievement . Th e 
inclusion i n the overall rating of consideration and comment o n the three key areas 
of achievemen t agains t objectives , demonstratio n o f require d behaviour s an d 
additional contributions , and comments by supervisor and employee a t appropriate 
stages, ca n greatl y assis t i n ensurin g tha t th e proces s o f formulatin g th e overal l 
appraisal i s considered an d transparent . 

The us e o f a  number o f othe r contributor s t o the overal l rating , includin g peers , 
customers and subordinates, in processes that have come to be known as 360 degree 
rating is popular in some private sector organisations. However , these processes are 
administratively complex , an d i n publi c servic e settings , whic h ofte n includ e 
complex lega l dispute-settling processes, require clear advance identification t o the 
employee of who will comment, an d on what aspect of performance. Ther e i s then 
no har d evidenc e t o sugges t tha t 36 0 degre e ratin g produce s a  resul t tha t i s les s 
subject t o bia s tha n superviso r ratin g an d i t ma y wor k t o undermin e th e 
development o f trus t an d ope n communicatio n betwee n th e superviso r an d th e 
employee. 

The annual appraisal is the tip of the performance managemen t iceberg . Re-capping 
on points covere d above , i t wil l have impac t o n performance if : 

• th e work pla n objective s an d measures hav e been openl y agreed ; 

• th e superviso r provide s day-to-da y assistanc e a s necessary ; 

• forma l progres s review s occu r quarterl y t o adjus t plan s an d priorities , i f 
necessary, an d t o identif y an d remed y an y difficultie s tha t ma y b e 
occurring; 

• supervisor s hav e bee n traine d i n carryin g ou t thei r performanc e 
management system duties, including carrying out interviews and bias-free 
appraisal; 

• employee s hav e been traine d fo r thei r rol e i n performance management , 
including negotiatin g realisti c wor k plan s an d measures , an d preparin g 
appropriately fo r th e appraisal intervie w s o that evidenc e of achievemen t 
is brought forward ; 

• ful l descriptio n o f the rating scal e appears on the appraisa l form ; 

• ratin g scal e descriptor s ar e carefull y selecte d t o ensur e the y ar e 
encouraging t o employees ; 

• comple x numeri c calculation s hav e been avoided ; 
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• samplin g o f form s acros s th e organisatio n occur s regularly , a s par t o f 
system monitoring o f outcomes t o assess i f managers ar e using the rating 
scale i n a  similar  wa y o r i f they ar e exhibiting overl y punitiv e o r lenien t 
characteristics. 

STAGE FOU R -  MAKIN G DECISION S 

Decisions fro m th e appraisa l ca n b e place d alon g a  scal e stretchin g fro m thos e 
concerned with reward fo r good performance, t o those which emphasise improve d 
standards fo r under-performers . Th e following sectio n explore s these two option s 
in more detail . 
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REWARDING THE BES T -
TURNING AROUND THE WORST 

PAY I S ONLY ON E ASPEC T 

The issue of performance-based rewar d and recognition has long been a contentious 
one in public service employment. Man y have considered performance reward only 
in the context o f performance pa y and debate rages over whether performance pa y 
creates a n overl y competitiv e wor k environment . Th e researc h literatur e stresse s 
that what i s valued varies for individuals in differing circumstance s an d at varying 
stages i n thei r life . I t i s unanimous , however , i n statin g tha t i t i s feedbac k an d 
recognition tha t motivate s rathe r than money pe r se . 

Survey evidence points to a low correlation between performance an d performanc e 
pay. I t ha s eve n bee n claime d tha t fo r task s requirin g intellectua l though t an d 
creativity, the prospect of a performance pay assessment has a detrimental effec t o n 
the qualit y an d scop e o f the outcome . 

Studies i n OEC D countrie s hav e show n tha t mos t performanc e pa y scheme s fo r 
public secto r manager s d o no t have a  strong perceived lin k between performanc e 
and pay, and do no t have rewards which ar e patently equitabl e o r large enough t o 
motivate. 

However, financia l an d othe r award s fo r excellen t performanc e ar e increasingl y 
employed withi n th e publi c service . Performance-relate d pa y ma y b e th e mos t 
contentious o f the approaches , but has been widely adopted . Publi c servants , lik e 
all othe r employees , requir e recognitio n o f thei r achievement s t o maintai n thei r 
motivation i n a  demanding an d fast-changin g environment . 

Performance award s have become a tool in the move away from th e static, reactive 
notion o f salar y administratio n toward s a  mor e dynamic , strategi c approac h t o 
rewards management. Bureaucrati c payment systems, where people doing the same 
work ar e pai d th e same , ar e bein g replace d b y mor e flexible  an d personalise d 
reward structures which specificall y se t out to reward an individual's contribution . 

Performance-related pa y raise s some particular risks : 

• Short-termism.  Ther e i s littl e evidenc e tha t extr a payment s d o improv e 
overall performance. Most motivational theories stress intrinsic motivation 
(i.e. the job itself ) rathe r than extrinsi c motivation (mone y an d benefits) . 
Performance-related pa y schemes must avoid the risk that employers' long-
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term target s wil l b e replace d b y short-ter m response s whic h trigge r th e 
rewards. 

• Inappropriate  targets.  I n settin g explici t an d well-defined targets , unit s 
and departments must avoid the risk of squeezing out broad public interest 
considerations whic h ar e les s amenable t o target-setting . 

Weak methodologies.  Performance-relate d pa y ca n b e a  contentiou s 
development an d ma y b e subjec t t o som e resistanc e withi n th e publi c 
service. I f i t i s to b e credibl e an d sustainable , i t must avoi d an y ris k o f 
serious challeng e t o th e performanc e appraisa l methodolog y whic h 
underpins it . 

OTHER FORMS OF RECOGNITION 

Non-financial performanc e award s honou r an d rewar d publi c servant s wh o hav e 
shown a willingness to make an extra effort i n carrying out their duties or who have 
distinguished themselve s i n servin g the public . 

In the Sout h African Publi c Service , the following performance-base d compensatio n 
systems have been introduce d an d are currently utilised to grant specia l recognition to 
personnel wh o have distinguished themselve s fro m thei r peers through sustaine d above -
average work performance. Thi s is expected to stimulate the initiative of personnel and 
to encourage them to be more efficient an d effective. Component s are: 

Merit award syste m - applicabl e to all public servants. A  cash amount, calculated a t 
either 18 % or 10 % of basic annual salary , depending on the evaluation o f results, can be 
made to an individual . 

Special recognitio n by way of either cash payments or commendations ca n be granted 
to personnel fo r suggestions , inventions improvements , etc. 

Department-specific awar d syste m where awards , bonuses or allowances may be 
granted to persons of exceptional ability , or to those who possess special qualification s 
utilised to the benefi t o f the employer and those who have rendered sustaine d 
meritorious servic e over a  long period. 

Introducing suc h award s requires a  clear policy statemen t indicatin g the intentio n 
to recognis e particularl y meritoriou s contributions , th e rang e o f award s t o b e 
provided, an d th e mean s b y whic h outstandin g contribution s ar e to b e identified , 
including th e developmen t o f performance appraisa l systems . 
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In Canada the idea of using performance incentive s was put forward i n December 1990 
as a part of Public Service 2000 . Th e Government propose d to phase out performance 
pay and replace i t with performance awards , to be given at the discretion of Deputies. 

Departmental award s 

Long Service Awards for significant year s of service; 

Merit Award to individuals of groups who have significantly exceede d wha t has been 
expected of them in their jobs - a  certificate an d a cash award of up to $5,000 (up to 
$10,000 for groups); 

Special Awards programmes can be developed by individual agencie s - non-monetary ; 

Suggestion Awards certificate an d up to $15,000 in cash (the Executive Group is not 
eligible for cash awards) ; 

Corporate Award s 

Awards of Excellence plaques for the best departmental Suggestio n and Merit awards; 

Outstanding Achievement Awards to no more than fiv e senio r officials ever y year - to 
recognise outstanding caree r accomplishments , distinguished servic e of national or 
international significance , an d sustained commitmen t to quality service to the public. 
Presentation o f a citation by the Governor Genera l and the Prime Minister , a Canadian 
work of art and gold pin; 

Senior Officer Retirement Certificates presented by the Governor Genera l every year . 

Non-financial award s may b e at departmenta l leve l o r service-wide an d can cove r 
groups o r individual s only . Th e key to their credibilit y i s that they ar e associate d 
with recognitio n fro m th e highes t level s o f the public service . 

IMPLEMENTATION 

Strategies fo r introducin g financia l awards , includin g performance-relate d pay , 
require: 

• a  determination t o challenge the perceived righ t t o automati c annua l pa y 
increases, irrespectiv e o f performance ; 

• a  comprehensive dialogu e with staf f association s and other representativ e 
bodies; 
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• a  ful l explanatio n t o al l 
affected staff ; an d 

• a  sound , teste d an d credible 
system fo r performanc e 
appraisal. 

Performance pa y i s tha t par t o f 
remuneration to an individual which is 
linked to agency , grou p o r individua l 
performance. Main types include merit 
pay, pa y fo r skill s acquisitio n an d 
one-off bonuses . 

Merit pa y scheme s lin k base salary increase s to performance . I n the most simpl e 
form o f meri t pay , th e anticipate d annua l incremen t withi n a  pay ban d become s 
available only if performance i s satisfactory and accelerated progression is available 
for outstandin g performance . 

Skill-based pa y i s used where the acquisitio n o f particular skill s by employee s i s 
an important issue for the organisation. Employee s move through a range of grades 
on the basis o f the demonstration o f acquisition o f certain pre-defined skills . 

Performance pa y scheme s includ e paymen t o f one-of f bonuse s i n a  rang e o f 
configurations. Th e type o f schemes whic h ar e seen a s most successfu l i n public 
sector environment s ar e those which creat e many winner s an d few losers . Thos e 
seen a s mos t successful , provid e fo r performanc e bonuse s fo r th e whol e 
organisation i n a  successfu l year , togethe r wit h additiona l bonuse s fo r successfu l 
teams, division s an d individuals . 

In 1994 , the Stat e Governmen t o f Victori a 
in Australi a broadbande d it s non-executiv e 
structure. Th e structur e no w comprise s 
only fiv e levels , wit h overlappin g pa y 
bands an d th e work-valu e leve l o f eac h 
band se t a t th e base . Thi s allow s fo r 
performance-based increase s t o b e mad e 
to salary . Ther e i s als o th e capacit y t o 
pay a  bonus (u p t o 15 % as a  one-of f 
payment) fo r exceptiona l performanc e i n 
particular circumstance s -  an d t o b e 
reported i n th e organisation' s Annua l 
Report. 
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The Ne w Remuneratio n Syste m cam e int o effec t o n 1  January 199 2 i n Malaysia . Unde r 
this system , consideratio n fo r promotion , salar y increments , trainin g an d placemen t o f 
government officer s i s base d o n th e officer' s performanc e o n th e job an d contributio n 
towards th e organisatio n an d th e civi l service . 

A significan t aspec t o f th e restructurin g o f th e civi l servic e wa s th e re-classificatio n o f 
574 scheme s o f servic e int o 1 9 service classifications . These , i n turn , wer e divide d int o 
three servic e groups : to p management , managemen t an d professional , an d suppor t group . 

The re-classificatio n significantl y reduce d th e numbe r o f grade s i n th e publi c secto r pa y 
systems an d consequentl y th e civi l servic e ha s a  flatter  organisatio n structure . A 
performance-related syste m wa s mad e possibl e throug h th e introductio n o f th e matri x 
salary schedul e i n whic h th e pa y increas e o f a  civi l servan t i s relate d t o hi s o r he r jo b 
performance. 

Panels, forme d unde r eac h governmen t agency , revie w job performanc e an d decid e o n 
one o f th e fou r possibl e type s o f salar y movement s o r increments : 

a. stati c (n o increment) ; 
b. horizonta l (normal , on e increment) ; 
c. vertica l (meri t increment , rangin g fro m greate r tha n on e t o doubl e th e norma l 

increment); an d 
d. diagona l (meri t increment , whic h range s fro m doubl e t o tripl e increment) . 

The Governmen t o f Malaysi a place s grea t emphasi s o n givin g du e recognitio n t o an d 
expressing appreciatio n o f civi l servants . Thi s appreciatio n i s importan t t o provid e 
motivation t o civi l servant s t o improv e thei r performanc e i n lin e wit h th e ai m o f 
providing qualit y services . Variou s othe r measure s hav e bee n implemente d i n thi s area , 
among whic h i s th e Publi c Servic e Innovatio n Award s whic h recognise s individual s fo r 
ideas t o improv e th e qualit y o f publi c service . A  civi l servan t wh o ha s successfull y 
introduced a n innovatio n i n th e servic e stand s t o wi n a  cas h awar d o f R M 1,00 0 togethe r 
with a  plaque inscribe d "Publi c Servic e Innovatio n Awar d fo r th e Yea r ... " 

Another importan t measur e i s th e presentatio n o f Publi c Servic e Excellen t Servic e 
Awards t o individual s wh o hav e rendere d service s exceedin g expectation s an d th e 
normal responsibilitie s o f th e job. Suc h excellen t service s ar e example s t o b e followe d 
and ac t a s catalyst s t o diligenc e an d creativit y amon g othe r civi l servants . Th e winne r 
of th e Excellen t Servic e Awar d receive s a  certificat e o f excellen t service , a  souveni r o f 
value no t exceedin g R M 300 , bonu s equivalen t t o a  month' s salary , an d seve n days ' 
unrecorded leav e wit h ful l pay . Th e nam e an d photograp h o f th e winne r i s displaye d i n 
the offic e a t a  strategi c locatio n o r a n are a frequente d b y th e publi c o r visitors . 
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NECESSARY FOUNDATIONS OF PERFORMANCE-RELATED PAYMENTS 

The followin g question s shoul d b e explore d whe n examinin g th e possibl e 
introduction o f performance pay: 

• Coul d generic standards for similar groups of staff be developed, particularly fo r 
lower classificatio n levels ? 

• I s there equity i n the amount an d type o f work allocate d an d targets set ? 

The New Performance Appraisa l Syste m fo r 
the Public Service of Malaysia utilises a 
Countersigning Officer approach , as well as 
establishing Co-ordination Panel s on 
Performance Appraisa l an d Salary 
Progression t o ensure fai r an d just 
appraisals. 

• I s ther e a  moderatio n syste m t o 
compare rating s an d recom -
mendations fo r performanc e pa y 
allocation mad e b y differen t 
managers withi n th e sam e 
organisation? 

• Coul d performanc e pa y ac t a s a 
disincentive i f th e actua l 
performance pa y received b y the majority i s les s than they expected ? 

• Coul d th e syste m diminis h teamwor k an d co-operation ? 

• Coul d othe r incentives  b e used a s effectively a t no cos t o r les s cost ? 

• I s ther e a  ris k tha t th e performanc e pa y o r bonuse s wil l rewar d staf f fo r 
performing thei r usua l wor k t o a 
usual standard ? 

• I s th e syste m supporte d b y clea r 
and motivating communication with 
staff? 

• Doe s the system hav e an inbuil t o r 
agreed revie w mechanism ? 

Remember tha t performanc e pa y i s an 
'add-on'. Th e planning, efficiency an d 
communication benefit s o f the syste m 
should b e full y develope d an d non -
pay-based rewar d an d recognitio n 
schemes shoul d b e full y establishe d 
before performanc e pa y i s considered . 
Some publi c servic e employer s ar e 

In his 1993/9 4 Report on 'Pa y fo r 
Performance', th e Australian Auditor -
General noted i n his key findings that: 

"There i s an urgent need fo r the PSC and 
DIR to make a  clear statement on whether 
performance pa y i s to be used a s a reward 
for performance abov e normal job 
requirements o r as recognition fo r the 
achievement o f an officer's norma l job 
requirements", and 

"The scheme i s costly i n administrativ e 
terms - $52 m fo r the initia l cycle. 
However, a  significant numbe r of agencies 
did not expect any improvement agains t the 
majority o f the objectives fo r performanc e 
appraisal an d pay". 
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getting int o difficulty b y allowin g performance pa y to become a  bargaining poin t 
in industria l negotiations and subsequently a n entitlement rathe r than a  reward fo r 
performance. 

A CONTINUING DEBATE 

The questio n o f performance-relate d pa y i n th e publi c servic e wil l no t g o away . 
In settings wher e i t has not been introduce d i t wil l remain a  source o f continuin g 
speculation. Wher e i t ha s bee n introduced , i t require s constan t attentio n an d 
adjustment. Appendi x C  provide s a  synopsi s o f a  199 6 revie w o f performanc e 
assessment an d rewar d i n th e Victori a Publi c Service , Australia . I t show s th e 
continuing discussio n tha t thi s issu e generates . 

In 1990 , the Australian Government was considering introducing performance-related pay 
into the Senior Executive Service . However , a Senate Standing Committee concluded 
"(we) are far from convince d tha t it is desirable to introduce performance-related pa y a t 
all" and suggested a  thorough cost-benefi t analysis , piloting of various appraisa l systems, 
and ascertaining staf f acceptanc e of performance-related pa y prior to implementation. 

Performance-related pa y has been introduced fo r the top three level s of the Maltese  Civil 
Service, linking this to the notion of a three-year "Performanc e Contract" . I t is based on 
the assumptions of fairness and consistency, pay for performance, linkin g of individual 
and organisational objectives , participative leadership , and openness . 

A Flexible Wage System was introduced int o the whole Singapore economy in 1986 to 
attempt to overcome the contradictory pressure s of the need for flexibility versus the need 
for security/stabilit y o f earnings. Thi s was extended int o the public sector in 198 8 
whereby variable payments could be made to civil servants depending on the performance 
in the economy. Additionally , the Flexible Wage System set s a guideline maximum of 20 
per cent for the variable componen t of reward. 

In the U.K., the 1994 White Paper, Continuity and Change, proposed an extension to 
existing delegated pay and grading arrangement s in order to establish a  clear link between 
pay and performance. B y 1996, responsibility fo r all staff belo w senior level s will be 
passed to individual department s and agencies. Al l pay increases are now made through 
performance-related pa y systems. 

TURNING AROUND THE WORST 

The objective-settin g an d progres s revie w processe s o f performance managemen t 
provide manager s wit h a n excellen t opportunit y t o brin g under-performer s u p t o 
organisational standards . 
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Goals an d target s fo r th e yea r ar e develope d i n agreemen t durin g th e wor k pla n 
development phas e o f performanc e managemen t ensurin g tha t ther e i s a  clea r 
understanding o f what mus t b e done an d the standar d expected . 

Progress reviews should ideally occur quarterly and provide the opportunity for any 
performance problem s to be identified, cause s explored and strategies for resolution 
developed. 

If a t the end o f three progress reviews a  problem stil l exist s a t the annual review , 
the manager , whil e givin g a  performance ratin g o f unsatisfactory, shoul d attemp t 
to explore underlying causes. The manager might seek the assistance of experienced 
personnel expert s i n the organisation o r referral o f the employee t o a  professiona l 
counselling service . Th e ful l confidentialit y o f th e performanc e managemen t 
process shoul d b e maintained durin g these discussions . 

If underlyin g cause s ar e workplace-related , th e manage r shoul d develop  wit h th e 
employee a  Performanc e Improvemen t Plan . Thi s pla n shoul d documen t agree d 
improvements, strategie s t o achiev e improvemen t an d date s fo r review . Th e 
Performance Improvemen t Pla n shoul d for m par t o f th e ne w wor k pla n fo r th e 
employee. Th e manager' s manage r o r a  personne l exper t shoul d tak e par t i n 
reviews o f th e Performanc e Improvemen t Plan . If , afte r si x month s o f 
implementation o f the Plan, performance i s still unsatisfactory, consideration should 
be give n t o othe r remedia l actions . Thes e wil l depen d o n th e natur e o f th e 
performance problem , bu t includ e suc h action s a s transferrin g th e employe e t o 
another location , regressin g th e employe e t o a  lowe r grad e o r commencin g 
disciplinary action . 

Details of strategies for dealing with unsatisfactory performance shoul d be included 
in the appraisa l guidelines . 

Under-performance ca n b e minimise d throug h thre e feature s o f th e performanc e 
management system : 

• developin g a  trainin g pla n i n tande m wit h th e wor k pla n fo r eac h 
individual whic h ensure s that the employee has the skills to complete the 
expected tasks ; 

• trainin g individual s t o negotiate realisti c work plans ; 

• regula r consultation , discussio n an d feedbac k sessions . 
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Formal Revie w Procedur e use d i n th e Unite d Kingdo m Ta x Offic e t o manag e 
staff wh o demonstrat e unsatisfactor y attendanc e o r performanc e 
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OTHER DESIGN CONSIDERATIONS 

CONFLICT RESOLUTION 

While the open, consultativ e nature o f 
performance management  i s aime d a t 
consensus-building an d strivin g fo r 
shared organisationa l goal s an d wor k 
rewards, i t i s inevitabl e tha t 
performance appraisal outcomes will at 
times b e challenged . Whil e assess -
ment, base d i n th e mai n o n result s 
achieved, offer s th e bes t chanc e o f a 
bias-free appraisal , i t i s inevitable tha t 
personal differences wil l at times cloud 
issues and biased ratings may be given 
or considere d t o have been given . 

Mechanisms nee d t o b e buil t int o th e 
administrative policies and rules of the 
performance system , documente d i n 
the guidelines , an d allowe d fo r i n th e 
forms, t o dea l wit h thes e issues . 

The cultur e chang e thrus t o f 
performance management  encourage s 
the developmen t o f consultation , co -
operation, trust , opennes s an d wor k 
satisfaction. Adversaria l approaches to 
conflict resolutio n shoul d therefore b e 
avoided an d effort s mad e t o contai n 
the issu e a t the lowes t possibl e level . 

Strategies includ e involvin g th e nex t 
level manage r a s a n arbite r i n an y 
disagreements relatin g to performanc e 
management and , i f resolutio n i s no t 
achieved, referrin g th e issu e to either : 

• th e genera l grievanc e 
resolution mechanis m o f th e 
organisation; 

Design o f a General Grievanc e Pane l 
in Lesotho 

As part of the development o f its 
performance managemen t system , the 
Government o f Lesotho decided to develop 
general grievanc e mechanisms i n ever y 
ministry. Thes e mechanisms dea l with 
day-to-day problem s that occur a t the 
workplace amon g employees, and between 
employees an d supervisors , that affec t 
normal performance o f duties, a s well as 
those emanating fro m th e performanc e 
appraisal process . 

The procedure involve s th e following : 

1. Detail s of the complaint i n writing to the 
immediate supervisor , who must deal 
with the complaint i n three days . Th e 
complaint i s considered i n a  meeting of 
the employee, their supervisor , a 
representative o f the personnel offic e 
and the next leve l supervisor . 

2. I f the issue i s not resolved a t Step 1 
the issue is referred t o a meeting chaired 
by the head of department o r senior 
officer a t district leve l which i s again 
attended b y the employee, their 
supervisor, a  representative o f the 
personnel offic e an d the next leve l 
supervisor. 

3. Issue s not resolved a t Step 3  are 
referred t o the Ministry Grievanc e 
Mediation Panel . Thi s panel comprise s a 
chairperson, the Head of the Ministry or 
Nominee, a  representative o f the 
personnel offic e a t personnel office r 
level or higher who will ac t as a 
secretariat of the panel, the head of the 
department, a  legal officer, th e head of 
the cadre involved an d a  representative 
of the appropriate employee association . 
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• a  specially developed performance management grievanc e handling panel; 

• a  nominated senio r manager . 

The firs t o f these is generally considered the most desirable reference point . I n all 
cases, it should be documented i n the performance managemen t guideline s that the 
decision o f the bod y referre d t o i s final.  Th e performanc e revie w form s should , 
through th e provisio n o f genera l comment s sections , mak e provisio n fo r an y 
disagreement t o be recorded, includin g comment s from  th e employee . 

PERFORMANCE APPRAISA L RECORD S - CONFIDENTIALITY , HANDLIN G AN D 
STORAGE 

The issu e o f confidentialit y o f document s an d th e us e t o b e mad e o f appraisa l 
results, particularly in relation to promotion, shoul d be part of the consultation that 
occurs with employees and with representatives of employee associations during the 
development o f the performance managemen t system . 

Efforts shoul d als o b e mad e t o kee p th e administrativ e processe s relatin g t o 
appraisal forms , simpl e an d streamlined , avoidin g unnecessar y duplication  o f 
processes an d documents . 

Details o f confidentialit y requirement s an d ho w form s ar e processe d an d store d 
should b e include d i n the appraisa l guidelines . 

A well-accepte d approac h i s as follows : 

• fo r th e appraisa l t o be confidentia l betwee n th e employee, th e superviso r 
and the next leve l manager ; 

• fo r th e employe e t o hav e th e us e o f the appraisa l t o brin g forwar d a s a 
referee repor t whe n applyin g fo r promotiona l positions ; 

• wher e pa y o r promotio n system s ar e linke d t o th e appraisal , onl y th e 
current appraisa l i s used to make decisions ; 

• whe n pay , promotio n an d trainin g decision s ar e related t o the appraisal , 
summary reports of training requirements, pay increase lists, lists of those 
who ar e considere d read y fo r promotio n etc. , ar e forwarde d b y th e 
manager t o th e relevan t section , rathe r tha n allowin g circulatio n o f th e 
confidential appraisa l form s o f individua l employees ; 
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• durin g th e appraisa l cycl e the manage r keep s th e appraisa l form s fo r th e 
section i n a  confidential fil e an d the employee hold s a  copy; 

• afte r the annual appraisa l i s completed, the form i s kept in the employee' s 
personnel fil e an d th e sam e confidentialit y rule s whic h appl y t o th e 
personnel file  appl y to the appraisa l form . 

MANAGING THE PERFORMANCE O F SENIOR MANAGERS AND CHIEF EXECUTIVE S -
TWO KEY QUESTION S 

In th e developmen t o f performanc e managemen t systems , a n earl y questio n fo r 
resolution concern s whethe r i t i s appropriat e t o hav e th e sam e syste m fo r senio r 
officers an d Permanent Secretaries/departmen t head s as for othe r employees . Th e 
related questio n concern s wh o appraise s them . 

These questions are complex because of the nature of the public service in serving 
the government o f the day and the difficulties tha t occur for senio r public servant s 
in maintaining an appropriate balance between the political focus of the minister to 
whom the y repor t an d thei r rol e a s a  public official . 

However, althoug h the question s ar e difficult, organisationa l achievemen t o r non-
achievement directl y reflect s o n senio r executives , eve n thoug h th e achievemen t 
of agenc y objective s i s mor e difficul t t o measur e i n th e publi c servic e tha n i n 
companies drive n b y a  bottom line . 

Experience increasingl y indicate s tha t a n organisationa l performanc e appraisa l 
system, designed through emphasis on results and behaviourally described required 
competencies, t o minimis e bia s i n appraisal , ca n b e quit e appropriat e fo r us e b y 
senior officials. I n many settings, systems for performance appraisa l of senior staf f 
are no t differentiate d fro m thos e o f others . Thi s commo n approac h assist s th e 
capacity of senior managers to lead by example and to reach equitable decisions on 
performance ratin g acros s the board . 

Many setting s hav e foun d i t helpful t o suppor t th e performance an d developmen t 
of thei r senio r staf f b y developin g a  specific se t o f competencie s fo r tha t group . 
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The Australia n Audito r Genera l sa w th e presenc e o f a  well-documented , consistentl y 
applied performanc e appraisa l schem e a s critica l t o th e appraisa l o f senio r executive s an d 
recommended attentio n t o thes e details : 

• agenc y (performanc e managemen t appraisal ) guideline s shoul d b e consisten t wit h 
the Workplac e Bargainin g Agreemen t an d th e Australia n Publi c Servic e 
guidelines; 

• agencie s shoul d implemen t qualit y contro l mechanism s whic h ensur e tha t 
agreements an d appraisal s ar e i n accordanc e wit h th e guidelines , e.g . agreement s 
are negotiate d earl y i n th e cycle , agreement s an d appraisal s ar e equitabl e an d o f 
comparable worth , an d documente d agreement s an d appraisal s exis t i n suppor t o f | 
performance payments ; 

active moderatio n processe s shoul d b e implemente d t o ensur e tha t reasonabl e 
spread o f rating s i s achieve d an d tha t significan t variance s i n rating s betwee n 
work groups , regions , classification s an d gende r etc . ar e justified ; 

• agencie s shoul d no t appl y a  flat  ratin g o r paymen t approach ; 

agencies shoul d ensur e th e gradation s betwee n th e level s o f performanc e pa y 
attached t o eac h ratin g ar e appropriat e t o offerin g financia l incentiv e t o staf f t o 
aim t o achiev e highe r level s o f performance ; 

training strategie s shoul d b e reviewe d t o ensur e tha t ke y element s o f 
performance appraisa l ar e covere d an d tha t appropriat e officer s ar e targeted ; 

performance indicator s shoul d b e develope d (bot h quantitativ e an d qualitative ) 
which wil l enabl e agencie s t o measur e achievemen t agains t eac h o f th e 
objectives o f performanc e appraisa l an d pay ; an d 

agencies shoul d evaluat e thei r appraisa l an d pa y schem e t o ensur e tha t thes e 
objectives ar e bein g achieved . 

Pay for Performance,  Performance  Appraisal  and  Pay  in  the  APS 

The issue of who should be involved i n the appraisal to ensure a fair outcom e ha s 
generally bee n addresse d b y involvin g the Hea d o f the Public Service , a s well a s 
the minister an d the head o f department , i n the appraisa l o f senior executives . 
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In Ne w Zealand , th e Government' s goal s an d prioritie s fo r th e yea r ar e detaile d i n annua l 
agreements betwee n Minister s an d Chie f Executiv e Officers , wit h advic e i n relatio n t o Ke y 
Result Area s fro m th e Departmen t o f Prim e Ministe r an d Cabine t an d th e Treasur y an d on -
going advic e fro m th e Publi c Servic e Commissioner . 

To suppor t th e performanc e o f chie f executives , Ne w Zealan d ha s develope d a  se t o f Chie f 
Executive Competencie s tha t ar e t o b e utilised : 

in th e perso n specification s an d selectio n o f Chie f Executives ; 

to assis t successio n plannin g b y targetin g developmenta l need s 
of aspirin g senio r managers ; 

to provid e a  framewor k fo r self-assessmen t o f personal / caree r developmen t 
needs; 

for increase d emphasi s o n persona l an d caree r developmen t planning , monitorin g 
and revie w a s par t o f th e performanc e managemen t process . 

The competencie s ar e Strategi c Leadership , Honest y an d Integrity , Intellectua l Capability , 
Managing o f People , Buildin g an d Sustainin g Relationships , Commitmen t t o Achievement , 
Effective Communication , Manageria l Expertise , Managin g i n th e Political-Cultura l 
Context. The y ar e eac h describe d i n term s o f a  se t o f indicator s o f highl y effectiv e an d 
highly ineffectiv e behaviour . 

53 



IMPLEMENTING THE PERFORMANCE 
APPRAISAL SYSTEM 

PILOTING TH E SYSTE M 

A new performance managemen t syste m should be pilot-tested a t a number of sites 
before ful l implementation . 

The followin g issue s wil l nee d to be considered i n undertaking th e pilot : 

• suitabilit y o f the site s i n term s o f providin g a  range o f occupation s an d 
sufficient number s o f employees t o tes t the processes an d materials ; 

• senio r managemen t sponsorshi p a t the pilo t locations ; 

• preparednes s o f the site s i n relation to : 

- availabilit y o f realistic reporting structures ; 
- availabilit y o f organisationa l objective s an d job description s t o 

form th e basi s o f individual' s wor k plans ; 

• communicatio n t o participants o f the benefits o f the new approach and of 
participating i n the pilot ; 

• trainin g o f participants ; 

• provisio n o f performanc e managemen t projec t tea m an d loca l huma n 
resource personne l suppor t a t the pilot sites ; 

• provisio n fo r a  pilo t timefram e tha t encompasse s a t leas t wor k pla n 
development, on e progres s revie w an d a n annua l appraisa l (si x month s 
minimum); 

• evaluatio n o f the pilot . 

TRAINING 

Implementation trainin g i s a  vital par t o f introducin g a  performance managemen t 
system, particularly where the public service organisation has not previously had a 
performance managemen t syste m i n place. 
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Consideration shoul d b e give n t o th e 
need fo r comprehensiv e trainin g s o 
that, a s wel l a s coverin g system s 
procedures, ther e i s guidanc e o n th e 
acquisition o f the people management 
and communicatio n skill s an d 
practices whic h underpi n successfu l 
implementation. 

There ar e a  variet y o f option s fo r 
length an d conten t o f trainin g 
programmes. A  longe r programme i s 
useful fo r participant s wh o ar e 
m a n a g e r s a s c o n s i d e r a b l e 
improvement i s usuall y neede d i n 
management, communicatio n an d work planning to suppor t effective performanc e 
management. Som e initial training is therefore recommended to ensure some initial 
success. Performanc e management training can be incorporated at a later stage into 
mainstream trainin g programmes , suc h a s induction programme s fo r ne w starter s 
and managemen t trainin g fo r supervisors . Th e lengt h o f th e initia l trainin g 
programmes wil l hav e an impac t o n when implementatio n ca n occur . 

The styl e o f th e initia l performanc e 
management training programmes will 
depend to some extent on the amount 
and typ e o f resource s availabl e fo r 
delivery. A  syste m wit h acces s t o 
very experienced workshop convenors 
may ten d toward s trainin g whic h 
seeks t o modif y substantiall y th e 
behaviour o f participant s durin g th e 
workshop. 

An implementatio n trainin g strateg y 
for a n entir e publi c servic e wil l 
probably nee d t o depen d o n initia l 
training o f facilitator s wh o ca n the n 
carry ou t the training i n eac h ministry . 

COMMUNICATION 

To help alleviate fears and misconceptions and ensure that the implementation plan s 
and benefits o f the performance managemen t approac h are well understood, a n on-

The styl e o f th e Zambia n trainin g packag e 
is t o provid e comprehensiv e guidanc e t o 
the programm e conveno r s o tha t th e 
package ca n b e delivere d b y well-educated , 
articulate an d experience d publi c servant s 
who hav e ha d ver y littl e experienc e a s 
convenors. Thi s i s a n alternativ e t o a 
"train th e trainer " approach . Thi s 
approach work s wel l wher e ther e i s 
considerable focu s o n conveyin g system s 
knowledge rathe r tha n o n skill s training . 

An outlin e o f th e Zambia n Trainin g 
Package i s give n i n Appendi x D . 

In developin g it s performanc e managemen t 
approach, th e Governmen t o f Zimbabw e 
plans t o prepar e a  tea m o f 7 0 trainer s t o 
conduct a  cascad e trainin g programm e 
covering 170,00 0 employees . Trainin g i n 
the ne w performanc e managemen t syste m 
concepts wil l b e provide d fo r existin g 
trainers, whil e thos e inexperience d i n 
training wil l als o b e traine d i n trainin g 
methods. 

Proposed outline s fo r th e Zimbabw e 
courses fo r supervisor s an d employee s 
are give n i n Appendi x E . 
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To help to support implementatio n of its new objective-based appraisa l system acros s a 
large number of employees, the Zimbabwe Governmen t has developed a  question-and-
answer brochure to circulate to all employees. A  video is also planned for managers to 
show to employees in the workplace. Example s of the questions and answers from the 
brochure are shown below. 

How many objectives should I set myself? 

All objectives shoul d be agreed with one's supervisor . Mos t officers/employees wil l have 
between fiv e and ten objectives. 

If I am unhappy with my supervisor's rating what should I do? 

The subordinate shoul d take the matter up through his/her supervisor to the latter's 
superior. I f still unhappy afte r thi s meeting, he/she can go to the head of the ministry or 
his/her designate (where the matter should be finally resolved). 

Is it not risky to have one person deciding whether someone deserves a 1 or a 5 rating, 
when the implications are so important to the rated person's career? 

It is strongly recommended to all ministries that all ratings of 1 to 5 should be 
corroborated by the supervisor's superior . Supervisor s who abuse their authority wil l find 
their own ratings negatively affected . 

going communicatio n strateg y encompassin g al l employee s an d employees ' 
organisations shoul d b e par t o f th e implementatio n process . Th e communicatio n 
strategy ca n b e par t o f a  one-pag e implementatio n pla n whic h define s 
accountabilities, ho w reportin g an d recordin g wil l occur , an d wha t trainin g an d 
information wil l b e provided . 

The Provincia l of Gauteng in South Africa decide d to overcome a short implementatio n 
lead time by providing performance managemen t concep t training to a team of 30 trainers 
and 75 human resource practitioners to allow them to assist supervisors and employees in 
carrying out the new objective developmen t and review processes. 

Due to the timeframes, the y decided to provide an inital half-day semina r to all of the 
17,000 employees prior to the commencement of the system, followed b y training course s 
of one day for employees and two days for supervisors during the first two years of system 
implementation. 
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EVALUATING THE PILOT 

The initia l evaluation o f a pilot scheme should be simple and direct - are  forms 
completed satisfactorily and are system-users satisfied? A further evaluatio n afte r 
a year of operation will allow the system to be assessed over an annual cycle and 

The Government o f Lesotho task team developed the following desire d outcomes and 
performance indicator s and targets to assess it s pilot programme. 

Desired Outcom e 
Acceptance o f an understanding o f the training programme by the employees and 
supervisor 
Indicators 
Evaluation o f the training a t the end of training before th e pilot 
Target 60% participants satisfied with course 
Evaluation o f the initia l training programme a t the end of the pilot 
Target 75% of participants found the training relevant 

Desired Outcom e 
Understanding o f the instructions i n the guidelines by employees an d supervisor s 
Indicators 
Percentage o f forms complete d adequatel y i n desk check of a  random group of form s 
Target 90% of forms are completed adequately 
Users' view s in focus groups on ease or difficulty i n completing the for m 
Target 90% found forms reasonably easy to understand 

Desired Outcom e 
A satisfactory grievanc e mechanism 
Indicators 
Number of grievances satisfactorily resolve d 
Target 80% grievances satisfactorily resolved 
Views of the grievance panel 
Target panel members to  provide constructive advice 

Desired Outcom e 
Effectiveness o f the personnel advic e system 
Indicators 
Client/User satisfaction gauge d i n focus group s 
Target 95% of users satisfied 

Desired Outcom e 
Identification o f areas for chang e and user recommendations fo r chang e 
Indicators 
Recommendations fo r improvemen t obtained i n focus group s 
Target recommendations available 
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can introduc e the longer-term topic s fo r evaluation . I t i s also an appropriate poin t 
to ask ministries o r other units for feedback o n implementation an d systems issues 
and problems , a s wel l a s assessin g huma n resourc e dat a o n ke y issue s suc h a s 
absenteeism, disciplinar y cases , and training provision fo r improvements . 

Methods of evaluation include the use of questionnaires, interviews or focus groups. 
Suggested topics are given below. I t is recommended tha t initia l evaluations go no 
further tha n halfwa y dow n thi s list . 

Topics fo r evaluatio n questionnaire s an d interview s will  b e selected from: 

• clarit y an d usefulness o f the appraisal documents ; 

• comprehensivenes s o f performance appraisa l training/instruction ; 

• increase d knowledg e o f overal l objective s an d specifi c performanc e 
expectations; 

• improve d qualit y o f work allocatio n process ; 

• identificatio n o f development needs ; 

• suggestion s fo r syste m improvement ; 

• motivatio n t o work better ; 

• improvemen t i n working relationship s an d communication ; 

• constructivenes s o f feedbac k from  manager ; 

• increas e i n responsibility an d autonomy ; 

• existenc e o f on-going feedback ; 

• opportunit y t o inpu t t o the assessment ; 

• agreemen t wit h th e assessment ; 

• actua l provisio n o f useful trainin g an d development ; 

• prope r handlin g o f information ; 

• fairnes s o f appraisal . 
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Longer-term evaluation s ca n explor e 
whether ther e ha s bee n improvemen t 
in planning , performance , staf f 
development , communicat ion , 
understanding, an d management . 

Performance appraisa l systems shoul d 
be kep t unde r regula r review . 
Experience in various Commonwealth 
countries ha s show n tha t the y may 
require majo r updatin g afte r five 
years. 

In addition to system evaluation , monitoring o f outcomes should be undertaken b y 
using a  basic se t of statistics focusin g o n appraisa l outcome s an d comparing the m 
across jo b levels , ministries , an d b y factor s suc h a s gende r an d age , t o ensur e 
equitable us e o f the system . 

The Governmen t o f New Sout h Wales , 
Australia, ha s include d audi t o f performanc e 
management system s a s a  compulsor y ite m 
in th e annua l audi t o f agencie s conducte d 
by th e Audito r General . Th e audi t look s at , 
for eac h agency , whethe r ther e i s a  syste m 
in plac e i n th e agency , ho w man y appraisal s 
were complete d an d th e numbe r o f rating s 
given i n eac h performanc e category . 
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MAINTAINING THE PERFORMANCE 
MANAGEMENT SYSTEM 

CONSULTATION 

A commitmen t cultur e ha s stron g implication s fo r ownershi p o f the performanc e 
management system . A  cultur e base d o n two-wa y communicatio n an d mutua l 
agreement require s all parties to be consulted and to feel tha t they are 'owners ' o f 
the system . 

The principle s o f consultatio n i n the continuing developmen t o f the syste m are : 

• earlie r attempt s t o introduc e performanc e management-relate d system s shoul d 
be fully explored ; 

• th e syste m objective s shoul d b e stated i n full ; 

• th e rewards an d sanction s framework s shoul d b e se t ou t clearly ; 

• th e method fo r evaluatin g th e syste m shoul d be explained ; 

• syste m change s an d development s shoul d be communicated regularly . 

LEADING DEVELOPMENT S 

It is important tha t there is one focal poin t of responsibility fo r the overall system , 
ideally a  centra l agenc y tha t ca n overse e th e system , monito r an d revie w 
implementation an d lea d furthe r developments . 

Detailed responsibilitie s var y accordin g t o th e degre e o f delegation. 4 I n publi c 
services wher e ther e i s limited  delegation , th e followin g approac h i s generall y 
adopted: 

• comprehensiv e system procedures, guidance notes and forms are developed and 
maintained by a central agency with responsibility for the reform proces s or the 
human managemen t resourc e process , i n consultation  wit h department s an d 
employees' representatives ; 

4 Th e varyin g degree s o f delegatio n i n personne l management , an d th e rough categorie s o f limited , moderat e 
and significant , ar e explored i n detai l i n Redrawing the  Lines  -  Service  Commissions  and  the  Delegation 
of Personnel  Management,  Commonwealt h Secretaria t 1996 , ISBN 0  8509 2 46 1 8 , Price: £9.00/US$14.0 0 
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• on-goin g training, evaluation, monitoring and changes to the system are carried 
out b y the centra l agency . 

In public service s where there i s moderate  delegation , th e following procedur e i s 
often followed : 

The Provincial Governmen t of Gauteng in South Africa develope d the following pla n fo r 
the maintenance phase of its planned new performance appraisa l system . 

ACTIVITY 

Maintenance Owner 

On-going policy chang e 

Master document maintenanc e 

Maintain enquiry lin e 

Monitor system outcomes i n terms of 
merits, promotion an d nationally 
required statistic s to ensure equitabl e 
outcomes 

Review potential problems indicated by 
monitoring, e.g. biased use of rater scale 

On-going overview of training and of the 
training conten t 

RESPONSIBLE 

Corporate Service s 

Corporate Service s (Personnel Utilisation 
Division) 

Corporate Service s (Personne l Utilisatio n 
Division) 

Corporate Service s (Personnel Utilisatio n 
Division) and 1 1 Departments HR 
Divisions 

Corporate Services (Personne l Utilisatio n 
Division) and 1 1 Departments HR 
Divisions 

Corporate Services (Training Division ) 

Corporate Services (Training Division ) 

• syste m procedures , guideline s an d form s ar e developed , an d monitorin g o f 
departmental outcome s i s carried ou t by the centra l agency ; 

• department s ar e give n th e opportunit y fo r syste m ownershi p an d bette r 
departmental fit b y bein g permitted t o make adjustment s an d addition s t o th e 
central model , within well-defined parameters : they  wil l generally be required 
to confor m t o a  common ratin g scale to allow compariso n o f outcomes acros s 
agencies, especiall y i f performance-base d pa y o r promotio n i s linke d t o th e 
performance appraisa l system ; 
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agencies, especiall y i f performance-base d pa y o r promotio n i s linke d t o th e 
performance appraisa l system; 

• department s will arrange their own system training, maintenance and support. 

In publi c service s wher e there i s significant delegation , th e centra l agenc y may 
make a performance management approach and use of a performance management-
type appraisal syste m a  legislative or administrative requirement . I n addition , i t 
will probabl y defin e a  number o f component s whic h mus t b e include d i n th e 
departmental systems. 

The Commonwealt h Publi c Servic e i n Australi a require s th e followin g o f it s agencie s i n 
relation t o performanc e appraisal : 

• Performanc e appraisa l programme s ar e th e responsibilit y o f individua l agencie s i n 
consultation a s appropriat e wit h employee s an d staf f associations , an d i n accordanc e 
with guideline s issue d b y th e Publi c Servic e Commission . Unde r th e Australia n Publi c 
Service Workplac e Bargainin g Agreement , thes e programme s nee d t o b e endorse d b y 
the PSC . 

Individual agenc y performanc e appraisa l programme s shoul d include : 

• a  ratin g scal e b y whic h a n individual' s performanc e ca n b e assessed ; 
• provisio n fo r appraise r an d appraise e training , includin g givin g an d receivin g feedback ; 
• developmen t need s analysi s base d o n a  separat e assessmen t agains t th e competencie s 

appropriate t o th e officers ' level ; 
• a  proces s t o monito r continuall y an d revie w performanc e outcome s t o tak e accoun t o f 

changing circumstances ; 
• a  moderatio n proces s t o ensur e equit y an d consistenc y i n ratings ; 
• arrangement s fo r revie w o f individua l ratings ; 
• arrangement s fo r qualit y control , monitorin g an d evaluation ; an d 
• effectiv e privac y arrangements . 

A framework for  Human  Resource  Management  in  the  Australian  Public  Service. 

• Department s then develop their own systems, forms and guidance notes in line 
with the centrally defined system components and in consultation with their line 
departments and employee associations. 

• Department s wil l arrang e thei r ow n system s training , maintenanc e an d 
monitoring. 
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• Th e centra l agenc y will  generall y requir e syste m audit s t o ensur e tha t th e 
defined component s ar e maintained an d that performanc e pa y implication s ar e 
monitored acros s departments . 

RESOURCING 

Implementation require s provision o f forms, procedures and training programmes . 
It may also involve assistance with connected initiatives such as strategy review and 
work re-design. A t least initially, there is usually provision of dedicated staff, ofte n 
in a  temporar y projec t team , t o lea d introductio n o f th e system . However , 
consideration o f on-goin g resourcing ca n be overlooked o r deliberatel y excluded . 
This deliberate decision not to provide resources for maintaining the system springs 
from a  desir e t o incorporat e th e syste m immediatel y int o on-goin g managemen t 
practices. I t is also often par t of a best practice philosophy tha t the system shoul d 
not requir e additiona l resources . 

On-going resourcing needs to be addressed realistically an d it s elements may var y 
widely accordin g t o th e loca l context . However , th e followin g shoul d provid e 
guidance: 

• trainin g programme s -  o n performance managemen t operation s an d associate d 
skills suc h a s communication ; 

• management  committee s an d monitoring/evaluation workin g groups ; 

• advisers/expert s -  fo r furthe r assistance ; 

• reporting/communicatin g vehicle s such as newsletters (including use of general 
newsletters); 

• informatio n management tools and systems (such as computer packages, registry 
systems); 

• dat a collection/analysi s an d evaluation o f results . 
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AN OVERVIEW 

A performance managemen t syste m provides a vehicle for common understandin g 
of the organisation's purpose and of the requirements and management expectation s 
in relation to each individual's work. Th e system recognises the importance of the 
work o f eac h employe e t o th e succes s o f th e organisation . I t promote s ope n 
communication betwee n th e manage r an d th e employe e b y providin g regula r 
discussion o n expectation s an d progress . I t allow s fo r identificatio n o f skil l 
development need s an d assist s th e organisatio n i n caree r developmen t an d 
succession planning . I t provide s managemen t wit h a  mechanis m fo r th e earl y 
turnaround o f unsatisfactor y behaviour , fo r assessmen t o f performance , fo r 
appropriate employe e recognitio n an d the equitable distributio n o f reward . 

Performance managemen t i s a point of entry into wider programmes fo r improvin g 
public servic e performance , an d performanc e appraisa l i s th e ke y t o soun d 
performance management . Bu t i t i s importan t t o remembe r th e larg e picture . 
Performance managemen t system s mus t b e integrated wit h other system s - a  lack 
of integratio n an d strategi c alignmen t will  lea d to ineffectivenes s an d overload . 

Individual performance managemen t begin s with the strategic plans and objective s 
of th e organisatio n an d wor k unit , an d th e budge t allocation . I t i s assiste d b y 
effective managemen t -  consultation  o n work plans , coaching an d feedback -  an d 
by providing employee s with informatio n an d sufficient freedo m t o allow them to 
be full y effective . I t i s supported b y appropriat e training an d development . Pa y 
and reward systems shoul d be developed with considerable caution and need to be 
consistent wit h the particular performanc e managemen t syste m an d it s objectives . 

Good design of organisations and jobs 
will considerabl y assis t successfu l 
performance management . This is also 
helpful i n identifyin g th e require d 
underlying competencie s s o tha t th e 
best peopl e ar e selecte d i n th e first 
place. I n the dynamic environment of 
the 1990s , organisation s ar e 
increasingly adoptin g generi c 
structures suc h a s broadbandin g jo b 
levels an d job categories . Thi s shift s 
the focus to the competency se t of the team, rather than on detailing the duties and 
qualifications o f individua l job s whic h hav e t o b e frequentl y adjusted . Soun d 
performance managemen t will , in turn, allow for more flexible arrangement s to be 

"Employee performance an d productivity 
is best supported through effectiv e 
communication an d organisational goal s 
and combined with the career aspirations of 
employees." 

(Explanation of  the context of performance 
review policy for the  Canadian Public 
Service) 
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adopted, a s i t force s consideratio n an d refor m o f man y o f th e traditiona l 
requirements o f the organisation . 

Performance managemen t i s becoming increasingly important in the public service. 
It provides a strong and flexible management framewor k originatin g at government 
level and set s the context fo r bette r management a t the leve l o f the work uni t an d 
the individual . 

Performance plannin g and review will help to ensure that the right things are being 
done. I t wil l provid e fo r continuou s improvemen t and , whe n radica l chang e i s 
warranted, goo d performanc e managemen t will  ai d it s implementation . 

Performance managemen t require s a  chang e from a  cultur e base d o n input s an d 
control t o a  cultur e base d o n commitmen t an d results . I t i s abou t planning , 
communicating, providin g feedbac k an d on-goin g adjustment . Abov e all , 
performance managemen t emphasise s the key theme of public service management 
in th e 1990 s -  performanc e managemen t i s abou t leadershi p no t control , an d i t 
requires leadershi p by demonstration rathe r than leadership by instruction. Thi s i s 
a toug h challenge , bu t th e pressure s fo r improvemen t i n publi c servic e wil l no t 
allow i t to be avoided . 
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APPENDIX A 

Example of a  Performance Appraisa l For m 



PERFORMANCE MANAGEMEN T SYSTE M FO R TH E 
GOVERNMENT O F xxxxxxxxx 

PERFORMANCE APPRAISAL FORM 

This form is part of the Performance Management System for the Government of 
xxxxxxxxxx. 

Before commencing the form, supervisors and managers should refer to the 
Performance Managemen t Syste m Guidelines . 

The Performance Managemen t System provides agreement on work objective s 
and performance measures , ongoing monitoring and feedback on progress, 
identification of skill development need s and annual appraisal based on 
performance. 

PERIOD OF REVIEW: From : 

NAME: 

POSITION: 

PAYROLL NUMBER : 

j DEPARTMENT/MINISTRY: 

SUPERVISOR 

SUPERVISOR'S POSITIO N 

To: 

The form is confidential between the employee, supervisor and senior 
management, as required. During  the review year the  original is held by the 
supervisor and a copy by the employee. At the completion of the appraisal, the 
form is kept on the employee's personal file. 
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PROGRESS REVIE W 
to be completed quarterly by the supervisor and employee 

Progress Discusse d &  Agreement s 
Reached a s Detaile d 

Employee's Signature 

Employee's Signature 

Employee's Signature 

Date: 

Supervisor's Signature 

Date: 

Supervisor's Signature 

Date: 

Supervisor's Signature 
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ANNUAL APPRAISA L 
To be completed at the end of the annual appraisal cycle or when an employee leaves a 
position. 

Supervisor's Comment s 
Comment on Workplan achievements and additional contributions made. 

(NB comment on  demonstration of  required competencies or  organisational values  would  also be included here if 
these have been  included  in the system). 

Annual Performanc e Revie w Recommendation s 

5 Outstandin g Performance Employe e has in, in ail areas, exceeded agreed expectations in 
achieving set objectives. 

4 Superio r Performance Employe e has, in most areas, exceeded expectations in achieving set 
objectives. 

3 Goo d Performance Employe e has met agreed expectations in achieving set objectives. 
2 Performanc e Requires Improvement Employe e has met most, but not all, agreed expectations in achieving 

set objectives. 
1 Unsatisfactor y Performance Employe e has failed to meet agreed expectations in achieving set 

objectives. 

5 Outstanding D  4  Superior G  3  Good •  2  Performance Requires 1  Unsatisfactory 
Performance Performanc e Performanc e Improvemen t Performance 

Signature Date: 
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Career Developmen t Comment s an d Pla n 
Completed by the supervisor in discussion with  the employee. 

Employee's Comment s 

Signature Date: 

Next Leve l Manager' s Comment s (I f Required ) 

Signature Date: 
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APPENDIX B 

Example Guideline s 



It should  be noted that  this  document is  an example to 
assist you.  Details  in  relation to  each section of  your 

performance management  guideline  require development  in 
line with the  unique environment and  needs of  the 

particular government  or  organisation. 

PERFORMANCE MANAGEMENT 
SYSTEM FOR XXXXXXXXXX 

GUIDELINES 

77 

example only 



1. INTRODUCTIO N 

This Government {or organisation) i s committed to becoming increasingly 
efficient, cost effective, and responsive to the public in all aspects of its 
operations. 

To achieve this change a program of structural, policy and management reform 
is now underway. A  major element of the reform program is the introduction of a 
new performance management system. 

This system aims to develop a performance culture in the organisation by: 

linking the tasks of each employee to the overall objectives of the 
organisation; 

providing processes for improved work planning; 

identifying and prioritising training and development needs of 
employees; 

encouraging better communication and understanding of work 
expectations between employees and supervisors; 

encouraging the early identification and turnaround of 
unsatisfactory performance; 

recognising and rewarding outstanding performance. 
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2. WHAT IS PERFORMANCE MANAGEMENT 

Performance managemen t i s an organisational approach to improv e 

performance by aligning planning and management. I t links corporate plannin g 

and budgetary cycles and plans to division, team and individual work planning, 

training and reward and recognition activities. I t promotes non blame related 

problem solving , employee empowerment and the development o f a 

performance culture . 

Performance managemen t incorporates : 

corporate and strategic planning to define the long and short term 

aims and values of a particular organisation; 

translation of these into operational plans for the organisation and 

each division, and workplans for each individual; 

assessment and provision of training and other resources based 

on the priorities identified in the planning phase; 

development o f appropriate measures of performance at the level 

of the organisation, the division and the individual; 

regular review , adjustment, feedback and recognition of 

achievement. 

The diagram below illustrates elements of performance system  activities : 
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PERFORMANCE MANAGEMENT  ALIGNING  PLANNING  AND 

MANAGEMENT 

GOVERNMENT PRIORITIE S 

key government objective s 

BUDGET ALLOCATION S 

prioritised resources i n line with government objective s 

ORGANISATIONS GOALS/OBJECTIVE S 

what the organisation needs to achieve to meet government objective s 

STRATEGIC &  ANNUA L PLA N ACTION S 
how the objectives wil l be achieved 

UNIT ACTIO N PLA N 

how particula r unit s will operationalise the annual plan 

INDIVIDUAL WORKPLA N OBJECTIVE S O R KE Y TASK S 

how each individual wil l work towards objective s 

PERFORMANCE MEASURES/INDICATORS/TARGET S 

Measures at each planning level to indicate task completion/succes s 

and allow appropriate feedback an d adjustments. 
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3. OBJECTIVE S O F TH E PERFORMANC E MANAGEMEN T 

SYSTEM 

The objectives of the performance management system for the Government (or 

organisation) are : 

to ensure that individual's tasks and priorities are in line with the 

organisation's objectives ; 

to improve planning and work processes for improved productivity ; 

to identify skil l training and career development needs ; 

to foster ongoing communication, coaching and feedback betwee n 

supervisors an d employees; 

to review individua l performance objectivel y agains t agree d 

standards; 

to recognise and reward good performance. 
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4. HO W DOE S THE PERFORMANC E SYSTE M WOR K EAC H 
YEAR? 

The performance managemen t syste m is an annual cycle of planning, objective 
setting, coaching, appraisal and feedback. 
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5. PLANNIN G 

Ministry an d Divisio n 
As part of the budget allocation activities, Ministers and senior managemen t 
meet during October and November to decide on Government and 
departmental priorities and objectives. Thes e meetings are followed by 
meetings in each department when senior managemen t bring their uni t heads 
together to develop plans to allow the Government's objectives and priorities to 
be met. 

Units 
During March unit heads meet with their staf f to discuss the department's 
objectives and how the unit's work can be aligned to meet these objectives. 
Discussion also takes place during the unit meeting on any objectives staff ma y 
have in common and consideration is given to appropriate performanc e 
measures and targets for these objectives. 

Individual Workpla n Developmen t 
Following uni t planning, or when an employee joins the unit , the supervisor 
arranges an individua l workplan development meeting . 

The appraiser sets aside a time for the meeting, gives the appraisee advance 
notice and ensures they have a copy of the performance managemen t 
appraisal form and guidance note. 

Both prepare for the meeting by considering the objectives of the unit, the 
responsibilities detailed in the individual' s job description, and what should be 
the priorities and team and individual tasks for the year. 

During the workplan meeting the supervisor and the employee draw from the 
job description th e employee's key job accountabilities for the year, taking into 
account the department's priority objectives. 

They then develop objectives to be achieved relating to each key accountabilit y 
area. Th e objectives are expressed in a way that details what will be achieved, 
when, and to what level or standard. 

For each objective, details of how success will be measured ie performance 
measures are also developed. 
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Consideration i s also given to whether any additional skil l development i s 

required by the employee to allow them to achieve their objectives, and plans 

are made for this development. 

The workplan form page of the performance appraisal form is fully written up, 

following the meeting,  and signed by the supervisor and employee. 

An example of a completed workplan is given at the back of this guideline. 

Confidentiality o f th e Performanc e Appraisa l For m 
The performance appraisa l form i s confidential betwee n the employee, 

supervisor and senior managemen t as required. Durin g the review year the 

original is held by the supervisor and a copy kept by the employee. A t the 

completion of the appraisal, the form is kept on the employee's personal file. 
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example only 

6. REVIEWIN G PROGRES S 

While performance management promotes a climate of continuous feedback, 

quarterly progress review s provide opportunity to allow for changed priorities, 

coaching, proble m identificatio n and resolution, and early turnaround of 

unsatisfactory performance . 

In July, October and January the supervisor arranges to meet with each 

employee to consider progres s in relation to workplan objectives. 

Any changes to workplan objectives are detailed on the progress review page 

of the Performance Appraisal Form, together with details of strategies for 

resolution of any performance difficulties identified . 

The supervisor an d employee complete and sign the appropriate progres s 

review section of the form. 
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7. TH E ANNUA L PERFORMANC E APPRAISA L 

The supervisor gives the employee at least one weeks notice of the appraisal 

meeting, sets aside sufficient uninterrupte d time, considers the appraisee's 

performance and makes notes as to what they consider the performance 

recommendation shoul d be. 

Prior to the meeting, the supervisor ensures they fully understand the 

performance appraisa l processes and th e relationship of the performanc e 

rating scale to the achievement of objectives as described on the performance 

appraisal form. 

The employee also considers how well they have achieved their objectives and 

what rating is appropriate. The y should note down details of achievements to 

bring forward in the appraisal meeting. 

During the meeting each objective and how well i t has been achieved is 

discussed in turn. 

The supervisor then indicates to the employee what the supervisor comment s 

and proposed ratings are. Furthe r discussion may then occur. 

The supervisor then completes the comments and ratings section of the form 

and the employee completes the employee comments section. 
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8. DECISION S FRO M TH E PERFORMANC E APPRAISA L 

Lack O f Agreemen t 

If the appraiser an d appraisee cannot reach agreement on the workplans 

and/or the rating of performance, the appraiser refers the discussion to the 

appropriate nex t leve l manager . 

Dealing wit h Unsatisfactor y Performanc e 

It is expected that as part of their role, managers and supervisors will monitor 

work progress and provide day to day assistance for employees. 

The progress reviews of the performance managemen t proces s provide 

valuable opportunities to formalise this process, to recognise performanc e 

problems and to provide coaching, counselling and other remedia l strategies a t 

the earliest opportunity . 

For employees who meet minimal requirements or fail to meet requirements at 

the annual appraisal, a performance improvemen t plan should form part of the 

next annual work plan . 

The performance improvemen t pla n should clearly identif y require d areas of 

improvement an d expectations and strategies for improved performance. 
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Appendix C 

THE TRANSITION T O PEOPL E 
PERFORMANCE MANAGEMEN T 

Review o f Performance Assessmen t an d Reward fo r 
Victoria Publi c Servic e Non-Executive Staf f 

May 199 6 

SYNOPSIS 

The performance-relate d pa y ban d strateg y fo r th e Victori a Publi c Servic e non -
executive structur e wa s introduce d i n 1994 . Th e objectiv e wa s t o assis t i n 
implementing Government's work reform objectives for the Victoria Public Service, 
particularly i n relation to : 

• Mor e efficien t organisatio n o f work 
• Developmen t o f a  culture o f reward base d o n performanc e 

The introductio n o f employmen t agreement s 

This review was undertaken to provide an overview of the performance assessmen t 
and reward aspects of the system, including identifying issue s and systems features . 
The aim was to inform wha t needs to be done in the future. Th e major issues , and 
possible responses to them based on re-alignment o f systems features, are the focus 
of the Review Report . However , some of the possible changes will be constrained 
by the two-year agreements tha t are currently being made. Th e possible responses 
to issue s have therefore bee n presented wit h thi s i n mind . 

KEY FINDING S 

• Departmenta l approache s vary . Al l department s hav e a  ratin g scal e t o 
determine performanc e pay . On e department , i n som e instances , pay s 
performance pa y a s a  lump-sum . Thre e department s us e contro l poin t 
within the pay band - thi s divides the band int o two zones to allow more 
planning contro l ove r performance appraisa l an d pay . 

Most departments have some form of performance standar d for band levels 
and the major wor k boundaries o r job familie s o f the department. Thes e 
were developed wit h referenc e t o the National Competenc y Standards . 
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The distinct exception i s the Department o f Premier and Cabinet's model. 
This require s continuin g performanc e improvemen t a t th e leve l o f th e 
individual for performance pa y to continue to be paid from one year to the 
next. 

Moderation o f performanc e pa y outcome s occur s i n virtuall y al l 
departments fro m a  corporate perspective . 

The link s betwee n busines s plannin g an d performanc e plannin g nee d 
further development . 

Most departments have instigated significant trainin g and development o f 
staff an d managers i n suppor t o f the system . 

KEY ISSUE S 

The Contributio n o f the Performanc e Pa y System s t o Continuou s 
Improvement 

The basi s o f payment need s furthe r consideration . A t present , apar t from  across -
the-board pa y ban d adjustments , increase d paymen t ca n onl y b e mad e b y 
departments through annua l performance assessment . Governmen t polic y requires 
payment to be made only for performance tha t is above adequate (that is, above the 
level fo r whic h individual s ar e paid t o do a  job). However , i t shoul d b e stresse d 
that eve n wher e performanc e pa y i s onl y awarde d fo r abov e adequat e o r full y 
effective performance , thi s wil l no t necessaril y ensur e continuou s improvement . 
This i s because the majority o f systems may continue to award performance-base d 
increases where a  static leve l o f above-adequate performanc e i s maintained . 

Possible Response 

Set remuneration target s fo r individual s o n the basis o f performanc e expectation s 
for th e ensuin g plannin g period . Th e expectation s woul d tak e accoun t o f th e 
assessed capacit y o f th e individua l t o delive r require d output s an d this , i n turn , 
would be dependent o n the level of performance demonstrate d b y the employee i n 
the previou s year' s assessment . Thi s woul d involv e the wide r recognitio n i n th e 
Victoria Public Service that band ranges reflect a  performance scale , where a given 
level o f performance , onc e achieved , mus t b e exceede d t o b e abl e t o attrac t a 
further pa y increase . 

The ke y consideratio n i s that the organisatio n mus t b e i n a  position to b e able to 
match require d output s with the leve l of performance expecte d a t any given poin t 
within the range. Thi s implies a dynamic approach to the organisation of work and 
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to negotiatio n betwee n th e manage r an d employe e o n a n annua l basi s a s t o th e 
outputs expected . 

It shoul d b e stresse d tha t whil e thi s i s see n a s th e idea l wa y i n th e righ t 
environment for ensuring continuous improvement, the choice of how (and whether) 
to pursue thi s mus t li e with the individua l department. 

Productivity Improvemen t 

The expectation underpinning the performance pay system is that it will be paid fo r 
by continuousl y improvin g leve l o f productivit y i n individua l departments . Th e 
assumption, therefore , i s tha t increase d departmenta l productivit y equate s t o th e 
accumulated increas e i n performanc e b y departmenta l employees . However , 
performance improvemen t does not always yield productivity improvement as it can 
be qualitativ e a s well a s quantitative . 

The equatio n i s complicate d b y across-the-boar d pa y ban d adjustment s mad e 
centrally t o Governmen t tha t are , i n par t a t least , base d o n assume d increase s i n 
productivity. Thi s i s a  pay policy issue . 

The broader , mor e flexible  pa y band s wer e intende d t o facilitat e fundamenta l 
redesign an d refor m o f wor k withi n departments . Wor k redesig n represent s a n 
opportunity fo r department s t o significantl y reduc e cost s by , fo r example , 
eliminating hierarchica l organisatio n structures , definin g individua l job s mor e 
broadly, makin g bette r us e o f team s t o delive r services , an d reducin g handove r 
points. 

Possible Response 

Better organisation o f work s o that i t enhances productivity gains . Thi s would be 
based on adoption of the concept of redefining jobs around evolving individual and 
organisational capabilities . Tha t is , a  dynami c approac h t o loc k i n continuou s 
improvement. Thi s i s an area where i t would be appropriate for department s to be 
supported wit h usefu l model s an d examples . Th e Offic e o f th e Publi c Servic e 
Commission (OPSC ) would be prepared to research this issue to draw on and utilise 
relevant organisation s wit h expertise . 

Merit an d Equit y 

While differenc e i n system s feature s i s no t a  proble m from a  service-wid e 
perspective -  tha t is , the syste m shoul d hav e the flexibilit y t o suppor t particula r 
human resource s strategies and business priorities in individual departments -  i t i s 
important that the system within a department i s seen to be consistent and based on 
merit. 
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The statistic s demonstrat e that , acros s th e Victori a Publi c Service , bot h th e 
incidence an d percentag e o f performanc e pa y increas e a s ban d leve l increases . 
There has also been the issue of "hard and soft markers " which department s hav e 
addressed to some exten t i n the moderation process . 

Possible Response 

Enhance the tools that are used to assess people (combined wit h good moderatio n 
processes). Thi s would include extending the use of standards, which are generally 
a bette r assessmen t too l fo r lower-leve l staff , t o al l departments . I t woul d als o 
focus o n ensuring consisten t threshold s fo r access to performance pay. 

The Lin k t o Pay Policy 

A number o f related pay issues were raised, including : 

the relationship between performanc e pa y and across-the-board pa y band 
adjustments; 

the fundin g o f across-the-board increases ; 

• mor e flexibility  fo r department s t o pay one-of f bonuse s (fo r particula r 
achievements durin g the planning period) ; 

the capacity to negotiate paymen t t o attract and retain staff ; and 

salary o n transfer an d salary o f re-deployees. 

It was felt tha t thes e matter s woul d be better deal t wit h throug h th e forthcomin g 
review o f pay policy. 

IMMEDIATE RESPONSE S 

These ar e a number o f areas where furthe r enhancement s coul d commenc e now. 
The us e o f pilo t site s fo r developin g bes t practic e woul d b e a n appropriat e 
technique. Thes e include : 

development o f models fo r wor k reform , includin g t o suppor t appraisa l 
and reward o f teams; 

strengthening communicatio n o n work plannin g an d the link to strategi c 
plans; 
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• consideratio n of the increase use of standards and improved rating scales 
to enhance the focus o n continuous improvement ; 

further development of quality moderation processes to enhance merit and 
equity an d motivation; and 

continuing developmen t an d application o f trainin g an d communicatio n 
strategies. 

FUTURE DIRECTION S 

There i s the need for adoption of a  two- to three-year outlook. Researc h outside 
of the Victoria Public Service indicates that performance managemen t systems are 
undergoing considerabl e change . Ther e i s a  mov e awa y fro m performanc e 
management systems that look at individual performance as a self-contained process 
and towards systems that seek to align individual performance management with the 
strategic need s o f organisations . I n keeping with this , performance managemen t 
systems ar e operatin g differentl y i n eac h department . Notwithstandin g thes e 
different applications , the issue s an d concerns raised by department s ar e similar. 
Immediate option s fo r chang e ar e limite d an d therefore nee d considerin g i n the 
context o f the desired future. 

Employment agreements need to recognise that appraisal systems will probably need 
to change as we learn from experience. I t is generally understood that performance 
management systems in departments will undergo considerable change as managers 
and staff develop the competencies needed to negotiate and plan work, establish key 
performance management on the acquisition of key organisational capabilitie s that 
are critical to the future direction o f departments. 

In developin g polic y i n thi s area , centra l agencie s shoul d undertak e rigorou s 
consultation with departments to develop flexible arrangements that are responsive 
to th e need s o f differen t businesses . Establishin g an d maintaining a  culture o f 
performance management requires continual reassessment of the capabilities being 
developed an d their alignment wit h the organisation's strategi c direction. 
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Appendix D 

PERFORMANCE MANAGEMENT 
WORKSHOP OUTLINE 

ZAMBIA 

1. Openin g 

2. Overvie w o f the new performanc e managemen t packag e 

• merit s o f the new packag e 
characteristics an d element s o f the new syste m 
relationship t o the Publi c Servic e Review Progra m (PSRP ) 

3. Performanc e managemen t (i n PSR P context ) 

definition an d models o f performance managemen t 
discussion o f PSR P 
different type s o f performance managemen t system s 
importance o f performance managemen t 

4. Organisatio n Wor k Pla n an d Target-Settin g 

steps i n developin g a n organisatio n wor k pla n 
mission or  broad objective 
key result areas  (KRAs) 
principal accountabilities  of  KRAs 
target-setting 
schedule of  programme activities 
organisations that  contribute  to  progress 
resource persons 
estimates of  supplies, equipment  and  services 
cost of  programme 
assumptions 
work plan charts 

5. Th e Individua l Wor k Plan/Target-Settin g 

steps i n developin g individua l workplan s 
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job purpose 
KRAs and  principal accountabilities 
targets 
performance/KRAs/target form 

6. APA S (Annua l Performanc e Appraisa l System ) Procedure s 

why appraise ? 
uses/benefits o f appraisa l 
the APAS form s 
the overal l system s 
Ministry APA S committee s 
central agenc y rol e an d monitoring/reviewing APA S 

• reward s an d incentive s 

7. Preparin g fo r the Appraisal Intervie w -  Providin g Performance Feedbac k 

motivation 
informal feedbac k 
preparing fo r forma l feedbac k 
physical settin g 
attitude 
the procedur e 
role-play exercis e 

8. Managin g Performanc e Problem s 

• what' s th e problem ? 
what's causin g the problem ? 
solving th e problem 

9. Performanc e Developmen t Plan s 

review th e targets/clarify th e 'gap ' 
choosing which issue s to work o n 
explore the option s 
agree on strateg y 
set a  review dat e 

• closin g the discussio n 
the follow-u p 
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10. Post-Programm e Wor k 

next step s 
the Ministr y APA S committe e 

• group-sharin g 

11. Questions/Discussio n 

12. Summar y an d Progra m Evaluatio n 
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Appendix E 

Aims, learnin g objective s an d cours e conten t fo r course s t o b e 
delivered across  the  Civi l Servic e following th e planned cascad e 
training programm e 

Developed jointly  by  Directorate  of  Training,  Zimbabwe  Institute  for  Public 
Administration (ZIPAM)  and  Commonwealth  Consultant 

It wa s agree d tha t a t th e en d o f th e train  the  trainer  programme , covering  7 0 
trainers (30 undertaking 7 days' training, 40 undertaking 3 days' bridging), trainers 
would b e equippe d wit h materia l an d cours e outline s t o conduc t tw o type s o f 
course. 

Course 1  t o b e a  three-da y programme , Performance  Management  for  Non-
Supervisors (job-holders  wh o wil l no t b e conducting appraisal) . 

Course 2  to be a  three-day programme , Performance  Management  for Managers 
and Supervisors  (job-holders  wh o will be conducting appraisal) . 

Proposed aims , learnin g objective s an d course content fo r eac h of these courses i s 
given o n th e followin g pages . I t was agree d tha t ZI P AM woul d develop  cours e 
outlines based o n these proposals . I t was als o discussed an d agree d that : 

the revised and Government-endorsed Guide  to Performance Management 
would b e part o f the cours e hand-out material ; 

the yearly performance managemen t cycl e of planning and work planning 
meetings, progres s revie w meetings , th e annua l appraisal , an d decision s 
flowing from  tha t appraisa l woul d be the focu s o f training; 

that necessar y skill s training , e.g . negotiation , communication , coachin g 
etc. would be built around, and reinforce understanding of the activities of 
the annua l cycle . 
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COURSE 1  Performanc e Managemen t fo r Non-Supervisor s 

Course Duration 

2 day s 

Course Aims 

To provid e cours e participant s wit h a n overvie w o f th e Zimbabw e Governmen t 
Performance Managemen t Syste m an d it s focu s o f workin g toward s result s t o 
improve efficiency , productivit y an d servic e to the public . 

Learning Objectives 

By the en d o f the cours e participant s will  b e able to: 

assess th e attitudina l barrier s to , an d th e benefit s of , th e performanc e 
management system ; 

explain the Zimbabwe Government Performance Managemen t Syste m and 
describe it s goals ; 

formulate KRA s an d objectives ; 

develop ow n wor k plan s fo r discussio n wit h supervisor ; 

• discuss , negotiate an d agre e on work KRA s an d objectives ; 

provide appropriat e inpu t int o wor k plan , progres s revie w an d annua l 
appraisal interviews . 

Course Conten t 

Course to include : 

group exercis e o n perceive d barrier s an d benefit s o f performanc e 
management; 

explanation o f syste m usin g performanc e managemen t syste m diagrams : 
- cascadin g objective s wit h feedbac k arrows ; 
- cycl e o f performanc e managemen t activities , planning , progres s 

review, annua l appraisa l an d judgements; 
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developing KRAs and objectives and description of KRAs as coming fro m 
both missio n statements , ministr y o r uni t objective s an d individua l job 
descriptions; 

completing the work plan, including when generic objectives and standards 
are appropriate , wor k processe s an d job boundaries an d SMART; 

appropriate preparation for , and input into the interview process, the work 
plan meeting , the progress revie w meetin g an d the appraisal interview . 

COURSE 2  Performanc e Managemen t fo r Managers an d Supervisor s 

Course Duration 

3 day s 

Course Aims 

To provid e participant s wit h a n overvie w o f th e Zimbabw e Governmen t 
Performance Managemen t Syste m a s a tool fo r improve d management , increase d 
organisational efficiency , productivit y and service to the public, and the role of the 
manager an d supervisor i n achieving chang e through performanc e management . 

Learning objectives 

By the end of the cours e participants wil l b e able to: 

assess th e attitudina l barrier s to , an d th e benefit s of , th e performanc e 
management system ; 

• explai n the Zimbabwe Government Performance Managemen t Syste m and 
describe it s goals; 

draw up departmental wor k pla n i n consultation wit h staff ; 

link departmenta l an d individual wor k plan s to ministry's mission ; 

discuss and resolve communicatio n barrier s wit h staff ; 

develop individual or group work objectives and performance standard s in 
collaboration wit h staff ; 
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help staf f t o produce individua l wor k plans ; 

conduct regula r progres s interviews ; 

recognise, manag e an d improv e unsatisfactor y performance ; 

conduct objectiv e appraisa l interviews; 

complete the appraisal form an d use the rating scale fairly and accurately . 

Course Conten t 

Course to include : 

group exercis e o n perceive d barrier s an d benefit s o f performanc e 
management; 

explanation o f system usin g performance managemen t syste m diagrams : 
- cascadin g objective s wit h feedbac k arrows ; 
- cycl e o f performance managemen t activities , planning , progres s 

reviews, annua l appraisa l an d judgements; 
- manager' s an d supervisor' s role s and responsibilities ; 

performance managemen t a s change management an d the implications ; 

running th e divisio n plannin g meetin g an d othe r team meetings ; 

developing KRAs and objectives and performance standards for groups and 
individuals i n collaboration wit h staff ; 

• buildin g an d communicatin g t o staf f th e link s betwee n th e grou p an d 
individual plans , the mission statemen t an d Ministry objectives ; 

managing th e intervie w process , i n th e wor k pla n meeting , th e progres s 
review meetin g an d the appraisa l interview ; 

managing unsatisfactor y performance ; 

understanding bia s i n making appraisa l judgements an d the use o f rating 
scales; 

recognising an d rewarding performance . 
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TERMS COMMONL Y USE D I N PERFORMANCE MANAGEMEN T 

Complex terminolog y ha s develope d i n relatio n t o performanc e management . I n 
different settings , differen t meaning s ar e ofte n ascribe d t o terms . Performanc e 
management theorist s hotl y debat e meaning s o f suc h term s a s performance 
standard. I n practice , whic h ter m i s used i s not important , wha t i s importan t i s 
there is a common understandin g o f the particular term in the setting in which i t is 
being used . Thi s may b e helped b y providing you r ow n se t o f definitions fo r th e 
terms your agency has decided to use within your performance management system. 

The lis t tha t follow s detail s a  numbe r o f term s commonl y use d i n performanc e 
management, togethe r wit h generall y accepte d meanings . 
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TERM 

Assessment 

Appraisal 

Capabilities 

Competencies 

Feedback 360 
degrees 

Inputs 

Key Resul t Areas 

Key Tasks 

Merit Pay 

Milestone 

Mission 

Objectives 

Outputs 

Peer Review 

MEANING 

Formal evaluation of performance usuall y annual , used inter-
changeably with the terms, appraisal and review. 

Most common term used to describe annual evaluation of 
performance, meanin g as assessment . 

Generally used to identify an d describe the attributes, in terms of 
organisational structure , and type, level and quantity of skills of 
employees, a particular agency may need to meet its futur e 
objectives. 

Defined skills , knowledge and experience required fo r successfu l 
performance i n particular classes or types of jobs. 

Describes processes being developed i n some settings for includin g 
information fro m peers , subordinates and internal and external 
customers as well as the supervisor i n appraising performance . 

The resources, skills and experience brought to an activity befor e 
objectives are achieved and outputs produced. 

The major programme or work areas in which it is decided an 
organisation, group or individual mus t achieve objectives. 

Used to describe the major activitie s to be undertaken to complete 
an objective. Commonl y use d in performance systems , instead of 
the term objective . 

Performance-related pa y type in which increases to base salary are 
determined on performance . 

Term borrowed fro m projec t planning . Generally describes when a 
significant stag e i s reached in the achievement of an objective . 

A broad, highest level statement of purpose for an organisation 
which defines it s business and direction. 

Concise statements which detail outcome s the organisation, group or 
individual plan to achieve within a  particular time frame. Statement s 
of objectives ma y incorporate performance targets . 

The end results of processe s or activities undertaken by agencies, 
groups or individuals. 

Incorporation i n performance assessmen t o f the views of 
individual's colleagues as well as their manager. 
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Performance 
Indicator 

Performance 
Management 

Performance 
Measure 

Performance 
Standard 

Performance Targe t 

Performance Bonu s 

Performance-
Related Pa y 

Plan Busines s 

Plan Corporat e 

Plan Strategi c 

Plan -  Performanc e 
Plan, Wor k Pla n o r 
Action Pla n 

Progress Revie w 

Review (Annual ) 

A performanc e indicato r expresse s ho w result s wil l b e measured . I n 
developing performanc e indicators , time , cost , qualit y an d quantit y 
relating t o th e objectiv e ar e considered . 

System designe d t o improv e organisationa l performance , linkin g 
Corporate Plannin g an d Budgetar y cycle s an d plan s t o division , 
team an d individua l wor k planning , appraising , trainin g an d rewar d 
and recognitio n activities . 

Unit o f measur e use d t o determin e whethe r objective s o r output s 
were achieved . Ofte n use d i n plac e o f ter m performanc e indicator , 
and sometime s include s standard s o r targets . 

Agreed leve l o f achievemen t t o b e reache d b y al l employee s 
involved i n th e achievemen t o f a  particula r objectiv e o r ke y task . 

Targets includ e amount , qualit y and/o r timefram e fo r completio n o f 
activity. 

One-off su m pai d t o group s o r individual s fo r performanc e 
achievements. 

That par t o f remuneratio n t o a n individua l whic h i s linke d t o 
agency, grou p o r individua l performance . Mai n type s includ e meri t 
pay, performanc e bonuses , an d pa y fo r skill s acquire d an d used . 

Plan whic h translate s strategi c direction s int o action , operationa l i n 
focus an d include s resourcin g an d detaile d timelines . 

Overview pla n fo r th e agenc y whic h detail s th e agenc y mission , 
vision, an d strategie s fo r realisin g them . 

Plan t o establis h hig h leve l strategi c directio n fo r th e agenc y fo r 
periods o f 3  t o 5  years . Focuse s o n th e operatin g environment , 
overall objective s an d bes t strategie s t o achiev e them . 

Plan o f agree d grou p o r individua l objective s an d performanc e 
targets fo r a n appraisa l period . Generall y include s trainin g an d 
development plan . 

Periodic discussion s betwee n manager s an d employee s t o discus s 
progress, resolv e problem s an d adjus t workplans , i f necessar y 
during th e annua l performanc e cycle . Generall y documente d an d 
takes plac e quarterl y o r six-monthly . 

Term adopte d b y som e performanc e managemen t system s t o 
describe th e annua l evaluatio n o f performance . Commo n meanin g 
with assessment , appraisa l i n performanc e managemen t terms . 
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Strategies 

Vision 

Best actions fo r achievin g results. 

A broad, highest leve l leadership statemen t 
of what an organisation aim s to become. 
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The Management and Training Service s Division of the Commonwealth Secretaria t 
(MTSD) 

Managing fo r succes s 

For manager s i n developin g Commonwealt h countrie s facin g challenge s ranging 
from publi c secto r t o enterpris e turnaround , MTS D provide s practica l advic e an d 
rapid assistance through tailored packages of consultancy an d strategic training. I t 
assists with publi c servic e modernisation, organisationa l refor m an d restructuring , 
commercialisation, busines s planning , managemen t developmen t an d th e 
introduction o f appropriat e managemen t an d financia l informatio n systems . 

Training fo r excellenc e 

MTSD can assist in identifying trainin g needs at sectoral, organisational o r business 
unit levels . I t provides top level training for senior staff and helps develop national 
and regional centre s of excellence i n priority areas . MTS D draws on the expertis e 
of specialist s withi n th e Commonwealt h Secretaria t an d ca n cal l o n a n extensiv e 
network o f internationa l expert s t o develo p leadin g edg e training programme s i n 
strategic management , informatio n systems , environmenta l managemen t an d 
enterprise development . 

Building o n strength s 

All MTS D assistanc e programme s ar e sensitiv e t o loca l need s an d buil d o n th e 
strengths of existing staff and institutions. MTS D provides particular opportunitie s 
for wome n i n the public an d private  sector s to develo p thei r managemen t skills . 

Initial enquirie s an d request s ca n b e made to: 

The Directo r 
The Managemen t an d Training Service s Divisio n 
Commonwealth Secretaria t 
Marlborough Hous e 
Pall Mal l 
London SW1 Y 5H X 

Telephone: (+44 ) 17 1 83 9 341 1 
Facsimile: (+44 ) 17 1 747 633 5 
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