
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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