
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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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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