
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 
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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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