
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 . 
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