
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; 
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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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