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INTRODUCING PERFORMANCE MANAGEMENT 

Wherever we find ourselves in the workplace, performance management is a natural part of this 

existence.  For many of us it is a dreaded, administrative intensive event that 

happens at least once a year, very often twice a year.  For most of us it involves 

a discussion with our line management on how we have performed over a period 

of time relative to our key performance areas.  The outcomes of these 

discussions most often is being assigned a rating, for example a 4 – described as 

performing above average - or a 2 - described as performance below average.  A 

3, even though described as performance on target is often not regarded as a good enough 

rating.  And so why do we need this rating?  To strut our stuff, full of pride down the corridors of 

the workplace as a ‘4’ employee.  Or perhaps even judge ourselves and others against these 

benchmarks.  And as if this is not humiliating enough, we are then told that on average only a 

certain percentage of employees can be rated as high performers, a certain percentage as 

average and a certain percentage must be defined as 

underperforming, not on the basis of their actual performance, 

but based on norms derived in a very different context.  And so 

enters the infamous bell curve into the equation, to distribute our 

performance ratings according to the norm.  Is this the end 

already?  No, it gets worse.   

Once our performance has been moderated and amended according to the norms of the bell 

curve, the reward system enters the stage of fright.  What bonus is then linked to our assigned 

rating and does really reflect reward for good performance? 

This reads like a horror story, but one that many of us can surely relate to.  However, does 

performance management have to be this and do this to all of us in the workplace?  Or should 

we work towards reorienting our conceptions of performance management, our engagement with 

these processes and ultimately the outcomes thereof.  Optimistically, this module has been 

written to encourage a reorientation of performance management.  Firstly, a reorientation that 

shifts performance management into the realm of organisational performance as well as 

individually performance, and not only the latter as it appears to manifest in organisations.  

Secondly, a reorientation away from performance management as primarily for recognition and 

reward, towards this as a secondary outcome second to individual and organisation growth and 

development.        

We invite you along on this journey of reorienting performance manage in our organisations 

towards growth and development at an individual, organisational and sector level.   

 



OUR COMMON THORN 

In this scenario above, many challenges are experienced in performance management.  We 

offer these below, not to get us stuck here, but to remind us of the context of challenge from 

which we should be proactively moving away from, phrased as our common thorn. 

 

 

 

 

 

 

 

 

 

 

 

In your own organisation … 

… which of these can you relate to? … how can you turn this around? 

 

 

 

 

 

 

 

 

 

 

 

 

 

Inconsistency 
and lack of 
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Association with 
recognition, 

rating and reward 
Approached as 

punitive measure 

Constraints 
of bell curve 

Dependent on 
capacity of all to 

engage 

PERFORMANCE 

MANAGEMENT  
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Rating and 
weighting 

Appraiser bias 

Frameworks for 
rating and reward 
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and 

weighting 
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follow up 
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buy-in at all 

levels 

Changing 
mandates 

Lack of 
compliance 
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vs egalitarian 

approach   
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with under-
performance  



WHAT IS PERFORMANCE MANAGEMENT … 

 

 

 

 

 

 

 

 

 

 

 

 

Professor Sangweni, former Chairperson of the Public Service Commission described 

performance management as a leadership and management tool (2003) as being  

 

 

 

 

 

 

This description of performance management highlights some key aspects that might start to 

challenge how we think about and act within performance management processes. 

 

Write in only one sentence 

your own understanding of 

performance management …  

Now ask a few of your colleagues to share their own 

understandings of performance management in one sentence  

What are some of the similarities and differences of performance 

management in your own and colleagues descriptions.   
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A systematic process that involves all 

employees in improving organisational 

effectiveness and performance to achieve 

the organizational strategy  



Implied by What it is not What it is 

A systematic 

process  

A once off event that happens in the 

middle of and at the end of a financial 

year, involving a discussion and 

consequent filling out of administrative 

templates. 

An system, embedded with a number of 

related and diverse processes of 

engaging in the workplace in an on going 

manner that never ends. 

Involves all An individually focused event at the 

mercy of a biased line manager or 

appraiser 

A collective and collaborative process 

that sees the individual in relation to the 

collective staff complement and the 

organizations performance 

Improving 

organisational 

performance and 

effectiveness  

Focused on the individual’s job apart 

from the organization and work 

environment within which the individual 

finds him or herself 

Focused on collective striving towards a 

better organization through the collective 

contributions of all employees 

Organisational strategy  Focused on only the individual and their 

individual place in the organisation  

Focused on supporting the organization 

to achieve its strategic objectives 

 

The ultimate purpose of performance management is therefore the monitoring and 

appraising of how the organisation is doing in relation to the objectives it has set through its 

strategy and through the contributions of its various employees.  The process of 

performance management therefore includes the definition of strategy, planning to deliver on 

this strategy, appraising progress towards this strategy and reporting on the process towards 

further individual and organisational improvement and effectiveness.  The picture grows …  

 

 

 

 

 

 

 

 

 

 

1 

Strategy definition 

2 

Planning to 

deliver on strategy  

3 

Appraising 
performance 

against strategy 
and plans  

4  

Reporting for 

further planning 

AT AN ORGANISATIONAL LEVEL 

AT AN INDIVIDUAL LEVEL 



Our preoccupation with performance management is often only at the level of appraisal – 

step 3 in the process - which we often conflate with performance management and also only 

in the bottom half of the diagram focused on the individual.  But we need to develop a 

broader perspective on performance management and see this in the context of the bigger 

picture.  This requires a breakthrough at two levels …   

 

     

 

 

 

 

 

 

 

Thinking about performance management in this bigger picture context, could perhaps take 

away the associated anxiety.  It is no longer about me, but my contribution together with 

many others to achieving the vision of our organisation. And it is no longer a dreaded event, 

but a moment in a longer process.      

 

 

 

 

 

 

 

 

 

Performance 

appraisal  

Breakthrough from performance 

appraisal to performance 

management 

Performance Management 

Breakthrough from individual 

performance to organisational 

performance  

Individual 

performance   

Organisational Performance 



Mission  

Vision  

STRATEGY 

Processes and systems 

Performance management  

PERFORMANCE MANAGEMENT AT AN ORGANIZATIONAL LEVEL 

The starting and pivotal point to performance management at both an organizational level 

and an individual level is the organizational strategy.  It might be useful to similarly frame 

organizational performance in the framework of your organization’s mission and vision as 

well.  Your organizational strategy is also supported by a range of systems, structures and 

processes that support working towards and achieving its strategic objectives – of which 

performance management is one. 

 

 

 

 

 

     

 

Organizational strategy:  the pivotal point of performance management  

Organizational strategies are normally expressed as longer term goals, most often for five 

year periods.  Performance management over the five year period would then be 

benchmarked against the strategic goals.  Some examples might include:  securing 

ecological integrity of biological resources, ensuring ecosystems services support socio-

economic wellbeing of all.  For a large part these are quite vague, but provide a longer term 

vision for where the organization sees itself into the future.  These are also often defined in 

relation to the employment and performance contract of the head of the organization and 

provide a basis for reviewing his / her performance at the helm of the organization. 

Within strategic goals, key strategic objectives are often defined for shorter periods of time, 

mostly for one year and relative to the financial year of organizations.  The strategic 

objectives provide greater clarity on what needs to be done and how over the shorter period 

of time, in support of achieving the organizational goals.  

Organizations define their strategies in various ways.  Some simply define their 

organizational goals and strategic objectives in relation to their mandates.  A more common 

An organization’s performance is 

reviewed or appraised against 

these benchmarks 



Whereas organizational 

performance might reside 

in a particular unit or 

person’s portfolio, bear in 

mind though that we all 

have a role to play in the 

performance of our 

organization !! 

trend, mostly in the corporate sector, but not exclusively used in this context, is the balanced 

score card approach to defining strategy.    

 

 

 

 

 

 

 

 

 

 

The organizational strategy provides the road map towards achieving the vision of the 

organization.  The performance management process assesses how an organization is 

doing en route to this vision.    

The responsibility of organizational performance 

Organizational performance is normally the management 

and leadership responsibility of the Executive 

Committee, accountable to a board of directors or 

shareholders.  A CEO, Director or the highest 

organizational authority is most likely the person 

responsible for performance at this level. 

The responsibility for organizational performance is 

structured differently in different organizations.  In some 

of our bigger organizations, dedicated units with several 

people are designated to ensure implementing, reviewing and 

reporting on organizational performance.  Some organizations designate a Chief Operations 

Officer to hold the portfolio of organizational performance.  In smaller organizations, this 

function is often tucked into the human resource function.  This does however highlight a 

potential risk.  Because human resource management, by virtue of its organizational profile 

focuses more on the individual within the organization than on the organization per se, 

organizational performance might fall by the way side and fail to get the attention it deserves.    

 

The balanced score card is a performance management 

tool for describing, measuring and reporting on 

organizational performance.  It provides a framework 

within which to define plan, measure and report on: 

 Financial goals 

 Customer related goals 

 Internal process related goals  

 Goals related to growth and development  

 

South African National Parks has been using the 

balanced score card approach to organizational 

performance management for a number of years. 

 

Recently  WWF-SA adopted the balanced score 

card approach to managing organizational 

performance. 



 

 

 

 

 

 

 

 

 

 

 

 

From organization to individual performance management  

Organizational performance management processes are often disaggregated to individual 

units or directorates.  Unit or directorate performance management is normally further 

disaggregated into different programmes or components of the units and these are ultimately 

disaggregated into individual performance management processes.  It is useful to consider 

individual performance management frameworks in the context of the broader programme, 

unit / directorate and organizational framework.  This provides an understanding of where an 

individual fits in and the contribution they make in the broader organizational cog.      

 

 

 

 

 

 

What does your own organization’s organogram look like and where does the organizational performance portfolio fit 

into it.  Use this space to outline this positioning and comment on the effectiveness of this placement.  

WWF-SA uses a balance score card approach to organisational performance.   
Score cards have been developed at various levels against which to assess performance at different levels in the organization 

 
FRAMEWORK FOR ORGANIZATIONAL REVIEW 

 
 
 
 
 
 
 
 
 

FRAMEWORK OF INDIVIDUAL REVIEW OF 

Organization 

score card 

Unit score 

card 

Programme 

score card 

Individual 

score card 

CEO  Unit Heads  Programme 

Managers 

Individual 

Staff 



Performance is also managed to 

correct underperformance.  This 

is dealt with separately as we 

encourage a positive spin on 

performance management!! 

MANAGING INDIVIDUAL PERFORMANCE  

An individual’s performance in managed for two 

purposes: 

 To support his or her contribution to organizational 

performance; and  

 To facilitate career growth and development. 

Individual performance management can be 

reflected in relation to organizational performance 

management in the following diagram.     

 

 

 

 

 

 

 

 

  

 

The Employee Performance Management and Development Systems:  

Friend or Foe? 

The Employees Performance Management and Development System offered by the 

Department of Public Service Administration (2007) defines the aim of performance 

management as 

 planning, managing and improving employee performance 

… to optimise employees output in terms of quality and 

quantity, thereby improving … overall performance. 

Mission  

Vision  

STRATEGY 

Processes and systems 

Performance management  

Work related behaviour and actions 

Work related outcomes translating into 
organizational outcomes   

Organizational performance management 

Individual performance management 

Planning  Review  Reporting  



This aim resonates with the approach to performance management in this module to improve 

individual performance for organizational performance.  And we could venture further to see 

this process as supporting sector wide performance. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The EPMDS provides a standardised framework for employee performance management across the public 

sector.  The intention with this framework is to standardise performance management approaches for 

increased effectiveness and efficiency in the public service.  

Guidelines are provided on: 

the development of performance agreements  developing strategy based work plans  

assessing generic assessment factors  personal development plans  and assessment 

 Establish a performance management culture in the public service 

 Improve service delivery 

 Ensure that all jobholders know and understand what is expected of 

them 

 Promote interaction on performance between jobholders and their 

supervisors 

 Identify, manage and promote jobholders development needs 

 Evaluate performance fairly and objectively 

EP
M
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 Departments shall manage performance in a consultative , 

supportive and non-discriminatory manner to enhance 

organizational efficiency, effectiveness and accountability 

 PM processes should link to broad and consistent development 

plans and align with the departments strategic goals  

 PM processes shall be developmental and shall allow for 

recognising effective performance 

 PM procedures should minimise the administrative burden on 

supervisors while maintaining transparency and administrative 

justice   

EP
M

D
S 

P
R

IN
C

IP
LE

S 
 

Though developed specifically for the public service, this framework provides useful 

guidance for a performance management process in other sectors as well. 



planning and agreeing 
on performance  

review and assessment  

managing assessment 
outcomes reporting 

and  

Read through the EPMDS and the appendices and identify what aspects of this framework will be useful to strengthen 

your own pm approaches.  List these EPMDS guidelines in the left column and in the right column reflect on the aspects 

of your current PM process that these guidelines will address.   

 

 

 

 

 

 

 

 

 

 

 

The individual performance management process flows out of the organizational 

management framework as: 

 

 

… leading into three critical steps in the process.  

 

Strategy  
definition  

planning to 
implement 

strategy  

reviewing 
achievement of 

strategy 

reporting and 
managing 
outcomes   



 

 

The performance agreement is a critical step in the performance management process.  The 

absence of these in many organizations is where the process unravels. The performance 

agreement (PA) establishes with clarity and as the name indicates through agreement of 

both the employee and respective line manager what the benchmark of performance is 

against which the individual will be assessed for a specified period.      

As noted before, individual performance must be framed within the organizational strategy 

and common practices currently is for the employee and line manager to enter into a signed 

performance agreement that outlines the employer expectations for the period and the 

employees agreement to meet those expectations.   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

STEP  

I 
ENTERING INTO A PERFORMANCE AGREEMENT 

My job profile  

Job description 

and employee 

contract 

My competence 

Skills 

development   

My tasks  

Work plans, key 

deliverables and 

time lines  

3 components of the 

performance agreement, 

focused on the individual  

This component of the performance agreement serves to affirm 

the individuals place, identity and role in the functioning of the 

organization, unit or directorate and / or programme. 

See box 1 

 

The part focuses on the 

broader role to the tasks for the 

performance period being 

discussed. 

See box 2 

This part moves into what it is that I need to do the job today 

most effectively as well as how can my developing skills aid my 

future career development . 

See box 3 

 



Box 1 

 

Self 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BOX 1:  AFFIRMING AN EMPLOYEES ROLE AND IDENTITY 

 

SELF ACTUALISATION 

ESTEEM 

LOVE / BELONGING 

LOVE / BELONGING 

PHYSIO-

LOGICAL 

The Workplace and how 

the individual feels in 

relation to the 

workplace contributes to 

self- actualisation and 

esteem.  The 

performance discussions 

and agreement provides 

a good opportunity to 

affirm the individual in 

relation to the 

workplace.  

Box 2: PERFORMANCE AGREEMENTS AND STRATEGY 

All along the point has been made that an individual’s performance is managed relative to the 

strategy for the organization and the work plans through which to achieve the strategy.  The work 

plan of the individual therefore needs to be defined relative to the broad organizational strategic 

plan. 

 

 

 

 

 

 

 

ORGANIZATIONAL STRATEGY AS OVER ARCHING GUIDE TO WORKPLANNING  

ORGANIZATION 
UNIT / 

DIRECTORATE 
PROGRAMME INDIVIDUAL 

WORKPLANS 

Work plans should include: 

 Key performance indicators 

 Weighting of various KPIs 

 Specific measurables, translated into 

outcomes, outputs and time frames 

 Resource requirements  

 

EPMDS makes provision for recognising an employees attributes 

which are less easily quantified and which fall outside of the 

spectrum of the KPIs.  These are referred to as Generic 

Assessment Factors and include: 

Job knowledge  Technical skills  Acceptance of responsibility  

Quality of work  Reliability  Initiative  Communication  

Interpersonal relationships  Flexibility  Team work  Planning and 

execution • Leadership • Delegation and empowerment • 

Management of financial resources • Management of human 

resources  



 

 

 

 

 

 

 

 

 

 

 

 

 

The performance agreement not only provides the basis for a review of performance in a 

given cycle, though this is our emphasis in this module.  It also provides a framework for 

self-management by the employee, in terms of specifying exactly what must be achieved 

within the organization’s performance period.  It must therefore be put in place at the start of 

a performance management cycle.   

 

 

 

 

Performance review is used interchangeably here with performance appraisal.  This is the 

dreaded ‘event’ to which we referred earlier.  The moment when all in an organization are 

fervently completing the necessary forms.  Noted in jest, of course, as the argument herein 

is that we think differently about performance management and appraisal / review. 

 

BOX 3:  PROFESSIONAL DEVELOPMENT PLANS 

The professional development plan, commonly known as the PDP identifies particular skills needs 

which the employee has and formulates a plan to respond to these needs.  Two comments bears 

mention here: 

WHAT SKILLS DEVELOPMENT WOULD ASSIST 

YOU IN DOING YOUR JOB MORE EFFECTIVELY 

AND WOULD AID YOUR CAREER 

DEVELOPMENT? 

We have a tendency in identifying our skills 

needs of focusing on only generic workplace 

based skills, like computer skills, financial 

management, report writing, project 

management, etc.  And very seldom do we 

consider the skills that also help us do our 

particular job more appropriately, for example a 

course in Community Based Natural Resource 

Management or Environmental Impact 

Assessment training or Assessors training or GIS 

training and so on. 

What skills are more specific to your particular 

job profile? 

THERE IS MORE TO SKILLS DEVELOPMENT THAN 

TRAINING  

 

In most organisations, training is often 

overstated as a response to skills needs.  Training 

has its purposes, but so too do other 

development processes, like mentoring, learning 

exchanges, group interactions, coaching, 

counselling, amongst others.  See module 4 for 

more detail on these options. 

What other learning processes could you 

integrate into you skills development plan? 

 

STEP  

2 
PERFORMANCE REVIEW AND ASSESSMENT 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 Most organizations engage with a process of moderation to ensure consistency 

across the organization and to eliminate any possible bias in the process. 

Performance 

review 

intervals  

Most organizations use an annual performance management cycle that corresponds to its 

financial year.  This makes senses as it links strategy planning to financial planning for the 

year.  Most often performance agreements are negotiated before the start of the financial year, 

reviews are done mid-term through the year and a final assessment completed prior to the end 

of the financial year.  And so begins the cycle again …PROCESS, PROCESS, PROCESS 

Rating 

scales  

Most organizations use a 5 point rating scale, as 

proposed also through the EPMDS, with 1 being 

consistent underperformance and 5 being 

consistently knocking the lights out.   

See Box 4  

 

Preparation 

for the 

review 

discussion 

Some important considerations in 

the review and assessment 

process 

 

Ideally both employee and line manager 

should prepare for the review discussions 

timeously.  This allows the time to 

individually reflect on performance overtime 

and engage in the discussions from a more 

informed perspective.  Line managers are 

not preoccupied with performance 

management on a day to day so these 

preparatory discussions could be prompted 

by HR through a simple reminder 

The review 

discussions  

Some review and assessment basics 

Choose an appropriate venue that allows privacy 

Ensure sufficient time that allows for effective preparation 

Consider a portfolio of evidence that substantiates 
performance ratings 

Provide constructive feedback and objective assessment 

Emphasise task and performance above ratings, as they can 
become a big distractor 

Be explicit about a development orientation  

Start with overview of the organizations performance to 
contextualise these discussions herein  

Moderation  



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

You should by now be getting the idea that performance management is not that once off 

annual event, but is preceded by much planning over time and linked to the organizational 

planning processes.  And it doesn’t end there.  Once the performance reviews and 

assessments have been completed, as a line manager one needs to provide feedback to the 

employee and consequently manage the outcome of the review process. 

 

 

THE EVIL OF THE RATING SCALE  

Rating scales were most likely developed to assist the review and assessment of performance.  

However, in many organizations settings, the rating of performance has taken over from the actual 

performance being assessed.  So the rating becomes the primary aim of the review and assessment 

and the performance shift to second place only recognised in as far as it informs the rating  … A SAD 

DAY FOR PERFORMANCE MANAGEMENT , REVIEW AND ASSESSMENT . 

 

 

 

 

 

THE LIGHTER SIDE OF RATING PERFORMANCE 

According to the EPMDS a rating of 3 is simply doing your job, on target, nothing more, nothing less.  

What most of us should be doing to earn our salaries.  There are many jobs that allow for over 

performance and we should be motivating our employees towards these benchmarks.   

However, there are also jobs where we pray for a lack of over performance … read on   

Over performance for the Firefighter at an airport only becomes possible in the context of an air 

emergency …  should we be encouraging this? 

Number based rating scales must surely trigger thoughts of a school report card.  Are we not passed 

that already?  How about a colour based rating scale that simply indicates over, average and 

underachievement?  ANYONE BRAVE ENOUGH!!!

 

“ … we have made performance 

management about rating and 

reward and lost sight of 

performance …” 

A fair reflection? 

“ … how does the rating scale serve 

us in performance management …” 

SILENCE !!! 

Any ideas? 

 

STEP  

3 
MANAGING THE OUTCOMES OF THE REVIEW 



Managing performance outcomes of the … 

Over-achiever 

Over achievement is what most of us hold up in an organization and rightly so as we work towards stronger, more effective 

organisations.  There are however some challenges associated with over-achievement as an outcome of the performance 

review: 

 Ensure that the achievement still delivers on the strategy of the organization.  Some overachievers have been known to 

go off at their own tangent separate from the organizational goals which could cause all sorts of consequent challenges 

 Over achievers very often need to be stimulated in the work environment in an ongoing way.  In further planning 

performance for the overachiever try to identify an area that would sufficiently stretch the employee. 

 Sometimes one also have to recognise when overachievers have reached their ceiling in the organization and when it is 

time to allow them to grow beyond the organization.  Many say, all that investment while the person was with the 

organization down the tubes when they leave.  But consider this a contribution then to strengthening the sector, albeit in 

another organizational context.   

Average achiever  

The ‘3’ in the workplace, the person just doing the job to the expected level of performance, do we leave them in the 

complacency of average performance.  Some might choose to, but this does nothing to stretch people into new and innovative 

ways of working.  It also does little to add to the growth and development of the organization. Stretch targets are normally used 

to nudge individuals beyond their average existence in the workplace.  These are defined precisely to egg people on towards a 

‘4’ or better than expected performance, but does not disadvantage them in performance reviews when these stretch targets 

have not been met.   

Under- achiever 

No doubt, every line manager’s biggest nightmare. Most organisations have policies and procedures on dealing with 

underperformance.  Before engaging in any of these processes it might be useful to be assured of the reasons for under 

performance.  Reasons for under performance might very well exist apart from the employee and could include for example: 

 Poorly defined roles and responsibilities – highlighting the importance of the performance agreement  

 Poorly defined or structure business processes 

 Inhibiting work structures and flows 

 Lacking technology 

 Bureaucracies, team dynamics, organizational politics, etc. 

 Skills gaps 

 

    

 

 

 

 

 

 

 

 

These reasons could be established 

through the performance agreement 

and review processes!! 

Performance Management Barometer? 

Rate your organization, with 5 
being the top scored 

Why not? 

5 4 3 2 1 
Performance contracting and reviews are an 
inherent part of the organizational culture. 

     

Performance management is an 
organizational and not only an HR matter. 

     

All performance contracts in the current cycle 
have been completed and are on file. 

     

Performance reviews are completed for and 
by all employees with a smile. 

     

There is always follow up on performance 
reviews. 

     

Individual performance management is 
clearly linked to organizational performance. 

     

Score total:   



LIFE AFTER PERFORMANCE MANAGEMENT 

Organizations should be striving to inculcate a culture of performance management for 

growth and development of both the individuals and the organization. 

Phiwa Zulu, a Management Consultant who guided our discussions around performance 

management suggests the following analyses for sharing in the organization to stimulate this 

culture, at Executive Committee level, amongst line managers and also amongst all 

employees. 

 

 

This analysis could be placed on 

the Executive Committee 

meeting agenda to explore 

reasons for non - compliance 

with the process coupled by an 

appeal to the highest 

management level to support its 

implementation  

This analysis clearly shows the 

link between organizational and 

unit performance.  It also helps to 

place performance management 

in an organizational context.  And 

provides a basis for an structured 

and informed conservation on 

how to improve organizational 

and unit performance.    

What does your 

executive committee 

think of your analysis!!! 


