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1. PREAMBLE

The Individual Performance Management Policy is an approach for managing, developing
and rewarding performance in a participative and consultative manner. One of the main
benefits of the Individual Performance Management Policy is the way in which it will
establish clear links between the overall objectives of the John Taolo Gaetsewe District
Municipality (and its departments) and the individual work objectives of employees.

The Organisational Performance Management System Framework locates performance
management firmly with the strategic framework for effective human resource
management and development. The system identifies, evaluates, and develops staff
performance so that:

The Municipality's mission and objectives are achieved;

[ts values are practiced; and

Staff benefit through clarifications of expectations, recognition of their efforts, feedback on
their performance, improved training and development, and enhanced career planning.

The various processes are integrated into the normal work of supervisors and staff and not
some additional administrative requirement and require a paradigm shift.

2. DEFINITIONS



Baseline

Is the value of the indicator before the start of the programme or prior to
the period over which performance is to be reviewed.

Individual learning
plan

Every Employee within the Municipality should have an individual
learning plan. This is a plan that is developed after the formal performance
review in June showing what training and development activities will be
planned for the Employee for the year to help the Employee improve in
his/her current job or to obtain new skills and knowledge in order to
advance in his/her career. This plan must be developed by taking into
consideration the budgetary constrainis of the Municipality.

Inputs

These are the knowledge, skills and hehaviors an Employee needs to
have in order to perform a particular job effectively.

-
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Objectives

An objective describes something that must be achieved. Another word
for an objective is a goal. In the performance plans, the word “objective” is
used to refer to the main activities or key tasks, which make up a person’s
job. Objectives focus on the results individual Employees are expected to
achieve in their job. There should not be more than 10 objectives in the
performance agreement.

Qutputs

The outputs of the job focus on what needs to be delivered in order to be
successful in the job. The output section of the performance agreement is
made up of key objectives. These key objectives should cover all the
different aspects of the job, which ensure that the overall purpose of the job
is achieved.

-
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Performance
Indicators

These are measures that are used to provide the evidence or proof of whether
or not an objective has been met.

When setting performance indicators, one should keep the following in
mind:

Measurement is an essential component of performance management
based on the fact that “if you can’t measure it, you can’t improve it”

Performance objectives mean nothing if there is no understanding and
agreement on how performance against these objectives will be measured

Performance indicators should be based on clearly stated job objectives;

Performance indicators should focus on end results and not effort;

Required results must be in the Empioyee’s control i.e. part of his/her job
function;

Performance indicators should be objective and observable;

Evidence (data} must be available to form the basis for measurement.

Performance indicators should be appropriate to the context of the
organisation and the job.

Different types of measures can be set which could include: Time ;
Performance against set timeframes; Speed of the activity or response time;
Quantity; How much output must be achieved; Cost/money; Maximising
income; Reducing costs; Improving rates of refurn.

Performance
Standards

It is sometimes difficult to write a measurable performance indicator for a
particular objective. In this case it is necessary to write a performance
standard, i.e. “this job or task will have been well done if ... (the following
things happen)”. The fact that a policy is approved will mean that it has met
the standards required by Council. Another example of a standard is that
queries are resolved within 24 hours.




Score

Every objective in the performance agreement is allocated a weighting
e.g. an objective may count for 15 points of the total of 100 points on the
scorecard. An Employee will be given a score out of 15 for that particular
objective. If the Employee has fully met the standards and indicators of the
objective he/she will get a score of 15 out of 15. If he/she has not met the
standards and indicators of the objective he/she will get a score of 0 out of
15. Once the scorecard has been scored, the Employee will get a final
score out of 100.

Target Dates

These are recorded on the scorecard to show by when an Employee and
Manager/Supervisor agree certain work has to be completed.

A target date may be specific e.g. An Employee may be required to
develop a standard operating procedure by 30 August 2007.

A target date may be required every month e.g. An Employee may be
required to submit reports on the last Friday of each month.

A target date may be ongoing e.g. Deal with queries from customers as
and when they arise, and ensure a 24-hour turnaround time.

In line with the Annual IDP and PMS Process Plan

Weightings

Weightings show the relative importance of one objective against another
objective. Every objective in the performance plan must be assigned a
weighting. The total of the weightings on the performance plan must add up
to 100 points. An important objective may, for example, be assigned a
weighting of 50 out of the total of 100 whereas a less important objective
may be assigned a weighting of 15 out of 100. The purpose of the
weightings is to show Employees what the key focus areas are in their
work. If an objective has a higher weighting than any of the other
objectives, then the Employee will know that this is a key objective in terms
of being successful in his/her work.

3. LEGAL FRAMEWORK

O The Auditor General is required to audit municipalities for compliance with legislation

applicable to performance management and therefore the following legislation will be
relevant in this regard:

CONCEPT

DEFINITION

152)

Constitution, 1996 (Section

Mandaies Local Government to:

Provide democratic and accountable government for local
communities.

Ensure the provision of sustainable municipal services to
communities.

Promote social and economic development.

Promote a safe and healthy environment.

Encourage the involvement of communities in the matters
of local government.




Municipal Systems Act (Act 32
of
2000, Chapter 6).

A Municipality must:
Establish a Performance Management System.
Promote a performance culture.
Administer its affairs in an economical, and accountable
manner.
A Performance Management System
must be able to:
Set KPI's for measuring Performance.
Set measurable performance Targets.
Monitor and review performance.
Improve performance.
Report on performance.

White Paper on Service

C\’ Delivery
g (Batho Pele) 1998.

PMS must be based on the 8 principles of “Batho Pele™:
Consultation.
Service Standards.
Access.
Courtesy.
Information.
Openness/Transparency.
Redress.

8. Value for Money.

MFMA (Act 32 of 2000) Chapter
6.

A municipality must:
Establish a performance management system.
Monitor and review the performance management system.

Local Government: Municipal
Performance Regulations for
Municipal Managers and

The performance management
system must provide for:
Community involvement.

Regulations (2001)

Managers Auditing of performance.
directly accountable to Inclusion of National Key Performance Indicators.
Municipal '
\ Managers, 2006.
(:) Municipal Planning and | « Demonstrates how it is to operate and be managed from the
Performance planning stage up to the stages of performance review and
Management reporting;

+ Clarifies the roles and responsibilities of each role player,
including the lccal community, in the

functioning of the system;

» Clarifies the processes of implementing the system within the
framework of the integrated

development planning process;

* Determines the frequency of reporting and the lines of
accountability for performance;

+» Relates to the municipality’s employee performance

management processes.

Other legislation that impacts on and relates to performance management includes:
Labour Relations Act (Act No. 66 of 1995). Code of Good Practice
Basic Conditions of Employment Act, 1997 (Act No. 75 of 1997)
Employment Equity Act, 1998 (Act No. 55 of 1998)
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6.1.
6.2.

6.3.
6.4.
6.5.
6.6.

The Skills Development Amendment Act (Act 31 of 2003)
Promotion of Access to Information Act (Act 2 of 2000)

. SCOPE AND APPLICATION

Each employee of the John Taolo Gaetsewe District Municipality appointed in terms of
the Systems Act, 2000 (as amended), is subject to the Individual Performance
Management Policy (IPMP) The relationship between Senior Management and the
Council should be taken into special account. The IPMP shall be used to assist in
deciding on -

The Probation;
Rewards;

Notch implementation

. PURPOSE OF POLICY

The purpose of the Individual Performance Management Policy is to provide a strategic
framework for the development of an optimal fiYymatch between the needs of the
employee, job requirements and the Municipal cbjectives, so that employees reach their
desired level of performance and satisfaction and the Municipality meets its needs
through
a. The introduction of an effective performance and appraisal system and the use of
b. incentives to reward individual (and team) performance and to proactively
remedy unacceptable/poor performance;
¢. Basing career and career advancement on performance rather than seniority or
qualifications;
d. Identifying individual development and capacity building needs; and
e. Enhancing service delivery.

. OBJECTIVES OF INDIVIDUAL PERFORMANCE MANAGEMENT POLICY

The Individual Performance Management Policy will:

Assist the Municipality to move towards a resulis orientated cuiture;

Assist in communicating and reinforcing the organisation's strategies, values and norms
and to integrate individual and corporate objectives;

Establish a performance culture in the Municipality;

Establish a culture where results (oufputs) are rewarded and not efforts(inputs);

Make it clear to each employee what is expected of her/him;

Foster objective appraisal of employees by enabling supervisors and employees to
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6.7.
6.8.

6.9.

6.10.
6.11.

measure performance against pre-agreed standards;

Identify and manage employees’ training and development needs;

Ensure that employees are evaluated in terms of a system that is fair, objective,
transparent and which provides equitable rewards and recognition;

Contribute towards ensuring that the various organisational units co-operate with
each other fo achieve synergy;

Ensure an annual cycle of planning, coaching and feedback; and

Assist in cases of incapacity / poor performance

Characteristics

The Individual Performance Management Policy is characterised by the following -

Managers/supervisors provide leadership and integrate performance with other
aspects of their work by accepting primary responsibility to manage the people
entrusted to her/him.

Employees understand that their performance directly contribute to the ongoing
success of the organisation.

Individual employees have a full understanding of their work responsibilities and the
standards of work expected of them.

Individual employees receive regular and structured feedback on their performance.

Valued performance is recognised and rewarded.

7. PRINCIPLES AND CHARACTERISTICES OF INDIVIDUAL PERFORMANCE
MANAGEMENT POLICY

The IPM Policy is underpinned by the following principles:

7.1,

7.2.

7.3.

Fairness, objectivity and transparency:

The system requires joint discussion and mutual agreement of performance
agreements and encourages discussions between employee and supervisor.

Results orientated:

Performance is assessed based on an agreement/plan, covering a specific period,
setting out clearly responsibilities and objectives to be achieved. Objectives are
expressed in terms of outputs to be delivered within a given time-scale and include
personal development as well as operational activities as derived from the IDP.

Active participation of supervisor and employee:

At the start of each new reporting year or job, each employee will jointly develop an
Individual Performance and Development Plan and enter into a Performance
Agreement with her/his supervisor. Both the Plan and Agreement are sets of
objectives and standards mutually agreed upon between the employee and her/his
supervisor and serve to clarify roles and expectations.
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7.4. Employee development:

The [PMP will identify strengths and weaknesses of the employee in terms of
skills and competencies required meeting mutually agreed performance
objectives. Appropriate interventions will facilitate the skilling and capacitating of
the employee to improve the quality of performance.

7.5. Incentives:

The IPMP will guide incentives for good performance, through reward and
recognition of individual as well as team performance. Performance below par
will be identified timeously and employees given the opportunity and means to
improve poor performance through appropriate support programmes.

7.6. Notch increment (only applicable on non s57 employees)

Where outstanding performance has been achieved by an employee in a full
performance cycle, a notch increment will be applied.

7.7 Employees may lodge a dispute if they are not satisfied about the outcome of the
performance assessment.

7.8 Portfolio of Evidence will be submitted in the form of a soft copy and or a file.

ORGANISATIONAL PERFORMANCE MANAGEMENT AND THE LINK TO
INDIVIDUAL PERFORMANCE MANAGEMENT

In order to ensure that the Municipality meets its Organisational performance indicators
and standards it is appropriate to introduce a performance management system for the
individual Employees within the Municipality. Thus each individual is given
performance objectives, targets and standards that are linked to the objectives of
his/her team, his/her department and ultimately his/her Municipality.
The diagram below illustrates the link between organisational performance
management and individual performance management. Once organisational
objectives and targets have been set it is possible to cascade these down {o the
relevant departments and individuals. [n turn, the individuals and departments, by
achieving their objectives and targets contribute towards the Municipality achieving
the objectives and targets in its [ntegrated Development Plan.
According to the strategic and operational levels, the initial parts of the strategic
component refer more to the organisation while the lower parts of the operational
levels are largely for the individuals. The diagram below helps to clarify the cascading
linkages:

Integrated
Development Annual
Plan (IDP) Budget




O

Municipal Manager's performance agreement:
Municipality's objectives, outputs and targets to be
achieved as per IDP.

based on the Top-Layer SDBIP: Depariment's
objectives, outputs, targets and performance
standards to be achieved.

v

~

-~
Line Manager’s performance agreement is based on
the Departmental SDBIP: Indicators at departmental
level are further broken down to describe projects or
actions required to achieve the objectives.

~
{Senior Manager's performance agreement is

~
Individual Performance Plans are based on
those of their immediate supervisor: Indicators
at this [evel are also broken down to activities,

Individual ieves his/her performandetiebi tisreso witchvigréhtinttedetortbion.
S U E TR DI - o in turn linked to the Integrated Development Plan, then the
Municipality will ultimately achieve its organisational performance objectives. The reporting
requirements as stipulated in the Municipal Systems Act, the involvement of the community in
setting performance indicators etc. needs to occur at an organisational performance
management level. Individual performance management occurs at the level of the working
relationship that exists between the Employee and his/her Manager/Supervisor.

E—
—
-
>

S.M.A.R.T Principles

S.M.A.R.T is a mnemonic, giving criteria to guide in the setting of objectives, for example
in project management, employee performance management and personal
development. The letters broadly conform to the words specific, measurable,
attainable, relevant and time-bound. The Municipality needs to ensure that Objectives
as well as Key Performance Indicators need to be developed using S.MAR.T
Principles. This chapter is also in-line with performance information concepts in the
Framework for Managing Programme Performance Information (FMPPI).

Key Performance Areas (KPA’s)

A Key Performance Area is defined as a broad focus area, or group of objectives within
the Integrated Development Plan, for example; the provision of water, sanitation and
roads can be grouped under a Key Performance Area of “infrastructural development”.
The municipality has adopted the 5 National KPA’s as contained in the 5 year Local
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Government Strategic Agenda as the core KPA"s in its organisational performance
scorecard. The KPA's are as follows:

Basic Service Delivery

Includes aspects such as basic water, sanitation, electricity, refuse and roads.
Includes social infrastructure, e.g. housing. health, education, welfare, cemeteries.

Local Economic development

Economic Development and poverty alleviation strategies and awareness programmes
Comprise economic generation objectives
Elements of poverty alleviation are also grouped in this area.

Governance and Public Participation
Measures how the local government sphere aligns and integrates with the provincial

C’ and national spheres of government on cross cutting issues.

Programmes to demonstrate how the community participates/ is consulted/ is
empowered in government programmes;.

In addition to the social infrastructure, social programmes also form part of this e.g.
HIV/AIDS, etc.

Risk and internal audit function

Municipal Transformation and Organizational Development

How the institution is (administratively and politically) capacitated to exercise its duties
(Human Resource development and management)?

How the organization structured to meet the needs of the IDP

Is the organization accountable to the public via the necessary performance
management systems?

The internal policies and processes and adherence to aspects like gender equity,

O disability and general management of the municipality.

Municipal Financial Viability and Management

Comprises the policies and process relating to revenue generation, debt and credit
management as well assets and liability control and auditing.

Aspects such as submission of the financial statements to the Auditor General (AG) as
well as the findings of the AG on the Municipal affairs

Compliance with Municipal Finance Management Act and the Service Delivery and
Budget Implementation

EMPLOYEE PERFORMANCE MANAGEMENT CYCLE

Employee performance management system can be defined as the process through
which the planned performance objectives as defined in the Strategic Plan are

11



cascaded into employee’s Annual Performance Plans, thus allowing for the planning,
coaching and monitoring, reviewing and rewarding of performance, and the
enhancement of development, at the level of the individual employee.

There are our key phases in the performance management cycle. These phases must
be linked to the planning and reviewing phases of the organisation as a whole. Within
the Municipality the annual cycle of planning and budgeting takes place in the form of
the IDP. Out of that the broad outcomes and key performance areas for a municipality
are developed or re-confirmed by the political leadership. Based on the broad indicators
the various Departments should develop business plans or technical SDBIPs that
translate the Municipality's key performance indicators (KPI's) into indicators f or the
Department. The targets set out in the SDBIP or operational plan for a Depariment
become the key performance objectives or indicators for the head of a particular
Department.

Thus the performance management cycle is linked to the financial year of the
municipality. As soon as the IDP is adopted in May, managers and staff sign their
annual performance agreements in June. Monitoring takes place throughout the
Financial year, and reviewing (quarterly) and rewarding are carried out in June/July.

The four phases of the cycle are explained below

Planning

This involves the development of a top-layer SDBIP, technical SDBIP, Unit
Performance Plans and Individual Performance Plans that logically roll down and
translates indicators to functions, departments and ultimately individuals within the
organisation.

Coaching (Monitoring )

[n order to monitor, it is necessary to put mechanisms and systems in place monitor
implementation of plans. This includes reporting frameworks, tracking systems and
feedback mechanisms.

Measuring
Measuring is about the measurement of targets that have been set.
Measurement includes mechanisms such as benchmarking. Various departments

will need to conduct exercises on benchmarking to assist in setting achievable targets.

Reviewing
This involves a systematic process of reviewing achievements against stated
plans and understanding the reascns for the variance where there is variance. It

also involves the consideration of new developments and how these need to be

12



incorporated into existing or new plans

Phase 4:
Year-End
Review and
Reward (June)

What is expected to be done this
vear by the employee?

What recognition and reward will
the employee get for outstanding
performance?

Phase 3: Mid- Employee Phase 1:
Year Performance Planning
Performance Management [uly)

Review {Dec) Cvel
ycCle

Phase 2:
- How well has the employee Coaching . o
C;,’ performed, firstly for the I six (6) (October & ow well is the employee doing in

2
months and for the fill 12 months? March) each of the quarters:

THE PROCESS OF MANAGING PERFORMANCE

The annual process of managing the performance of the John Taolo Gaetsewe District
Municipality will include performance planning, measurement, analysis and reporting,
performance reviews and performance auditing.

STRATEGIC CO-ORDINATION AND REPORTING

C;. Co-ordination of the implementation of the planning, measurement, reporting and
review process will require a multi-disciplinary team, representative of the organisation
and its key processes. The Corporate Services Department fulfils a strategic co-
ordination function. Departments must table statistics regarding the results of their
appraisal processes on a quarterly basis the Human Resource Unit.

ROLES AND RESPONSIBILITIES OF STAKEHOLDERS

The following table sets out the roles and responsibilities of various role players in
performance planning, measurement and analysis and performance reporting and
reviews:

STAKEHOLDERS | INVOLVEMENT | BENEFITS
COUNCIL
Executive Mayor | |

13
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Facilitate the development of a long term
Vision regarding IDP and PMS.

Optimum and equitable
service delivery.

Mayoral Committee

Provide strategic awareness and
manage
the development of the IDP and PMS.

Promotes public
awareness and
satisfactions.

Portfolio Committee

* Manage the implementation of the
strategy.

* Review and monitor the implementation
of the IDP and the PMS.

Facilitates the process of
benchmarking and
collaboration with other
municipalities.

Council

» Adapt the PMS policy and approve the
IDP,
* Monitor performance.

Provides a mechanism for
the monitoring,
implementation and review
of PMS and IDP.

OFFICIALS

Municipal Manager

* Ensure the implementation of the

IDP and the PMS.

» Communicate with the Executive Mayor
and Management Team.

Clarifies goals, targets and
work expectations of the
executive management
team, other senior
managers, line managers
and individual employees,

Management Team

Manage Departmental business /
Cperational Plans and Performance.

Facilitates the identification of
training and development
needs at different levels in the
municipality.

Line Managers

Implement the departmental business/
operational/unit plans and monitor the
Individual Performance Plans.
Monthly and quarterly reports

Provides an objective basis
upon which to reward good
performance and correcting
underperformance

Individual Employees

Execute individual performance plans.

Mechanism for early warming
indicators to check and ensure
compliance.

internal Audit

Assess the functionality and legal
compliance of the PMS.

Enhances the credibility of
the PMS and the IDP.
Enhances the status and
role of Internal Audit.

COMMUNITY/PUBLIC

Representative Forum/
Category B
Municipalities

¢ Inform the identification of community
priorities.

* Public involvement in service delivery of
the municipality.

Provide a platform for the
public/communities to
inform and communicate
with Council,

OTHER PARTNERS

Auditor General.

Ensure legal compliance.

Provides of under-
performance, which can
provide proactive and timely
interventions.
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Performance Audit
Committee

Independent audit on legal compliance.

Provides warning signals
of under-performance.

National Treasury

* Prescribe relevant legislation.
* Provides PMS advice.
« Evaluates PMS.

Provides information and
advice.

COGHSTA Support the implementation of PMS Provides support to
municipalities.
SALGA Facilitate compliance to PMS Support to municipalities in the

requirements.
Provides advice.

implementation of PMS.

The Role of Human Resources in Performance Management

¢ To provide advice and act where needed as an interface and between personal
development planning and career / succession planning;

o To provide assistance with regard to linking details recorded on personal
development plans and the workplace skills plan / group training initiatives;

» To guide standardization with respect to ensuring that a performance plan
accurately reflects an employee’s level and role in accordance with the post he/she

occupies;

¢ To deal with inaccuracies between an employee’s performance plan and the
applicable job description and to liaise with the job evaluation unit in this regard;

¢ To guide managers dealing with incidences of poor performance and to lead the
formal process in this regard in accordance with prescribed disciplinary processes,

uniess otherwise provided in this Policy.

The Role of the Manager/Supervisor in Performance Management

. To use the performance management process to coach and lead employees.

The Role of the Employee in Performance Management
e To suggest challenging but realistic indicators which support the goals of the
Municipality;
¢« To take responsibility for the standard of performance by trying to improve and
develop;

* To develop and implement action plans in order to achieve objectives;
e To ask the manager for information, help or advice to assist in meeting

objectives;

. This involves giving ongoing feedback to employees and assessing their performance;
. To set objectives with employees in such a way that continuous improvement is
encouraged;
. To monitor employees’ performance against the set objectives;
. To use recognition and compensation to reinforce good performance;
. To manage poor performance appropriately;
) To discuss and advise on future performance goals and to reflect upon previous goals.

15




e To ask for feedback from others, including the manager for self performance
monitoring;

» To make suggestions on how performance can be improved;

» To keep the manager informed about progress in relation to original objectives.

Performance Agreements

Operational employees (Non Section 57 employees)

All employees, irrespective of their level, should however know what they need to do
to perform their jobs successfully and performance agreements may be made
applicable to employees not designated as senior managers. Performance agreement
is compulsory for all employees and must be signed before the start of a new financial
year.

Strategic employees (Section 57 employees)
The goals in the Performance Agreements of Senior Managers describe the incre-

mental progress towards achieving the general goals and objectives in a department's
strategic plan. Performance Agreement goals are usually more specific and often more
output-oriented than the general outcome goals found in the strategic plan. Since
Performance Agreement goals should be used by senior managers as they direct and
oversee how projects are carried out, these are the goals to which personnel
agreements of human resources on lower levels should be linked. It is the goal to
cascade Performance Agreements down to all levels of human resources.

Annual Performance Appraisal

John Taolo Gaetsewe District Municipality recognises the need for the existence and
development of core competencies for it to be able to successfully perform the powers
and functions allocated to it and to meet the expectations contained in the integrated
development plan. [n order to ensure a measure of balance the district municipality in
its performance measurement process will allocate 80% to the achievement of the
performance objectives and 20% to the development of core competencies.

The annual performance management meetings provide the opportunity for supervisors
and employees to discuss/consider-

+ How well objectives/outputs have been achieved in relation to measures set;

e How well an employee has demonstrated required capabilities; and

« What ratings, career development, recognition or performance remedial actions are
appropriate.

Considering achievement of objectives/outputs and rating of performance, the
supervisor should discuss and reach agreement with the employee on her/his
performance and rating against the performance standard set. (The rating decided on
is recorded in the space provided for.) The parties further discuss the overall
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performance-rating recommendation, taking into account the employee's overall
achievement against objectives/outputs.

With due regard to the employee's level of performance, her/his career potential,
development and training needs, the employee and supervisor discuss (and make a
recommendation) the employee's development and training for the next 12 months.
The employee has the opportunity to indicate any training needs that she/he may

have.

PERFORMANCE MANAGEMENT TIME FRAMES

To comply with the number of reviews as prescribed in the regulatory framework, the
following time frames are recommended in the annual cycle:

Q4 — Annual Report

Individual Performance and Development Plans be concluded before the start of a new

Financ
All

ial Year.
Performance Agreements must be completed and signed before 30 June each year.

C The due dates for PMS in the Annual IDP and PMS Process Plan must be at all times
adhere to.

13. APPENDICES

In order for the PMS policy to be effectively applicable in the municipality the following
appendices are crucial to the completeness of the policy and form an integral part of the
municipality’s PMS policy.Appendix 1:  Job Descriptions , Individual Performance
Development Plans and Performance Agreements

17
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Appendix 1: JOB DESCRIPTIONS, PERFORMANCE DEVELOPMENT PLANS AND
PERFORMANCE AGREEMENTS
Appendix 2: PMS REWARD SYSTEM FOR JTG DISTRICT MUNICIPALITY

Appendix 3 : PERFORMANCE IMPROVEMENT PROGRAMME

Appendix 4 :Performance Management Pack

APPENDIX 1

1. Job Descriptions and Individual Performance Development Plans and

1.1

Performance Agreements
Job Descriptions as the Base Document for Plans

Job descriptions are required in terms of the Systems Act that requires that it should be
based on the main objectives of a post, should indicate the inherent requirements of a job
and reflect an appropriate emphasis on service delivery. The Act further states that
certain information about career pathing is also required. The new management
framework provides for flexible organisations with self-directed work teams that are output
driven and aligned towards the mission of the organisation. To enhance and support this
new approach, TASK was introduced that contain certain broad guidelines on generic job
contents, job outputs and competencies to deliver the outputs.

By linking output with competency, job descriptions serve as a multi-purpose source of
information as well as a strategic management fool interacting with the following areas:

Human resourcing practices (recruitment, placement).
Job evaluation (job grade).
Performance management (key results/performance areas and outputs).

Job descriptions are to assist in the following ways:
Encourage supervisors and employees alike to develop a more consistent

understanding of the responsibilities attached to a post.

Ensure that all employees have a defined career path (where applicable).
Encourage departments to review employees' responsibilities to ensure that they are

aligned with departmental objectives.
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1.4 How to construct the Plan

Given that a job description outlines both the main objectives and inherent requirements of
a job, it is obvious that it should serve as the base document for establishing a
development and performance plan.

Individual Performance and Development Plans (PDP)

The Individual Performance and Development Plan is agreed upon by the supervisor and
human resources member for a performance management cycle, and is also endorsed by
the Head of Department (or her/his delegate) to ensure that resource implications can be
catered for.

Performance Criteria/outputs

The Systems Act, 2000 specify that participation is required to ensure that performance
criteriafoutputs are agreed, understood and appropriate. A group of employees with
similar jobs or employees sharing responsibility for a specific objective (e.g. a project
team) may call for the development of collective key performance areas (Key Performance
Area’s) and objectivesf/outputs. The Key Performance Area’s/outputs still needs to be
agreed upon with each employee individually.

The supervisor and human resources member together construct the Plan, focusing on
priority setting for the performance management cycle period and, working co-operatively
through the process. This process involves:

Agreeing on the job purpose.

Agreeing upon Key Performance Areas.
Agreeing upon Performance Objectives/outputs.
Agreeing upon Key Performance Indicators.

Agreeing upon Skills required and Training/development Programme.

Step 1: Agreeing on job purpose

This entails a statement on the purpose of the job, indicating as concretely as possible
how it contributes to the goals of the operating unit/section, taking into account wider
organisational issues. (This can be obtained from the job description.)

Step 2: Agreeing upon Key Performance Areas (KPA’s)

KPA's are areas of activity. They are specific to the job and to the strategic plan for any
performance management cycle. A matching of the job requirements for an individual
position with the organisation's strategic plan and objectives is the starting point in
determining appropriate KPA's. The agreed KPA’s should be consistent with strategic
plans and objectives of the component/depariment. The matching process will also
ensure that the agreed expected results and required actions are commensurate with the
salary level of the human resources member's job.

The number of KPA’s should be limited to a maximum of seven, to enable a
realistic focus on these areas and to make planning of individual development
practical.
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Step 3: Agreeing upon Performance Objectives/Outputs

The KPA's provides the framework for identifying the most important performance
objectives/outputs for an individual. An effective performance objective within a KPA

should be:

. verifiable;

. specific;

. challenging; and
) owned.

Performance objectives describe how a key performance area (result) is to be achieved,
i.e. what the individual is expected to achieve over a specific time period.

Performance objectives/outputs can be expressed in any of the following ways:

Targets or budgets stating in quantified terms the results to be achieved over a period of fime.
Projects defining a particular task which has to be completed by specific date.

Step 4: Agreeing upon Key Performance Indicators

Key Performance Standards are the agreed measures of achievement within key
performance areas and can be expressed as observable behaviours, which will
indicate that a job had been well done. Performance Standards specify the desired
level of performance of objectives/outputs and must be measurable, focus on
efficiency and define acceptable performance.

The establishment of Performance Standards determines the level of challenge in the
job, and is governed by what is reasonable. This is largely a matter of judgment and
negotiation between the supervisor and human resources member. The standards
set may be based on:

. previous results;

. strategic goals;

. specific deadlines that are imposed by stakeholders;

. budgets; and/or

. The availability of people to complete the work.

o Performance Standards should consider stakeholder expectations.

Step 5: Agreeing upon Skills Required and Training/Development Programme

The supervisor and human resources member need to agree upon the skills that
will be necessary to attain the desired objective(s) and the level of competency
required.

Any skills gap needs to be bridged by agreeing upon a training/development

programme. In agreeing upon the programme, the availability of resources (time
and funds) is to be taken into account.
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APPENDIX 2

PMS REWARD SYSTEM FOR JTG DISTRICT MUNICIPALITY

Staff that have not signed fixed term contracts within the municipality remain permanent
employees of the municipality and are subject to the conditions of service of the bargaining
council. This means they receive an annual agreed increase negotiated through the National

Local Government Bargaining Council.

Guiding Principles of a non-cash reward scheme
The following principles are used to guide the use of non-cash recognition and reward

systems:

PRINCIPLE

PRACTICAL INTERPRETATION

Maintain the Value System of the
Municipality

Ensure that our key values are followed and reflected in
what and how we recognise people’s efforts i.e. being
accountable to the community and open to scrutiny,
producing work that meets the service delivery
requirements of our city; ensuring equity and anti-
discrimination as well as fair and consistent treatment of
staff and customers; and finally encouraging individuals to
accept responsibility for their work and contribution to the
city

Gain Commitment

Employees should be consulted and participate in the
design — where appropriate.
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Minimise Manual Work and use
simple systems to operate

Have a simple, easy to administer formal recognition
scheme.

Put responsibility with those that do
the work

Line Managers in the municipality should be responsible
for manager initiated recognition.

Match the Reward to the person

Know the person, and use ways and means that you
understand will be aligned with their personal preferences.
Reward what you value, with something they value. (Don'’t
give a vegetarian a biltong hamper!!l)

‘Reward in Public — discipline in
private”

if not made public, recognition loses much of its impact and
defeats the purpose for which it is provided — be open and
unashamed.

Match the reward to the

achievement

Customize to the significance of the achievement e.g.
someone who successfully completes a two year project
should be rewarded with more than someone who did you
a favour.

Be timely and specific

To be effective, reward/recognition needs to be given as
soon as possible after the desired behaviour or
achievement. Make sure that people understand why they
receive rewards - thus providing context for the
achievement.

Recognise recognition

Recognise people who recognise others for doing what is
best for the municipality. Good managers manage, but
good leaders lead.

TYPES OF REWARDS

There are three types of non-cash rewards within the performance management system:

1. Formal Rewards Linked to personal scorecards — this reward is allocated to an
individual and is determined by the score on the employee’s scorecard. It is given
out at the end of the formal review in June.

2. Achievement Awards — these rewards measure the achievements of an individual
or functions/department against other individuals or functions/departments. They
do not therefore link directly to the performance management system of
employees, but are an additional effective way to encourage and recognise high

performance.

3. Informal rewards — very low cost and linked to motivational team building.

Formal rewards linked to personal scorecards

The performance reward system applied to Section 57 Employees will be different from
the performance reward system applied to Employees who are not Section 57
Employees. In Performance Agreements for all other Employees, the link to reward will

initially be non-financial.
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8 NON SECTION 57 EMPLOYEES

Employees who perform well and receive an above average rating during their
performance appraisal, but who do not qualify for financial rewards are eligible to
receive some form of non-financial reward. These non-financial rewards are given
separately from the pay and benefits package and recognise specific achievements
identified during the performance appraisal.

Score Obtained on
Performance Agreement

Notch
increment

Non- financial reward : (the Employee may be
eligible for ONE of the options listed below)

90 -~ 100

5%

Employee is granted 4 (four) “free” leave days i.e.
the Employee is entitled to a long weekend. The
Manager/Supervisor and Employee must agree on
the dates for the long weekend. This leave must be
taken within six months of it being awarded
otherwise it will be forfeited.

80 -89

3%

Employee is granted 2 (two) “free” leave days i.e.
the Employee is entitled to a long weekend. The
Manager/Supervisor and Employee must agree on
the dates for the long weekend. This leave must be
taken within three months of it being awarded
otherwise it will be forfeited.

< 80

0%

No reward

<60

0%

Compulsory performance counseling

SECTION 57 EMPLOYEES

Performance Bonuses (Section 57 employees)— In order to encourage high
standards of performance it is recognised that outstanding performance should be rewarded.
Employees who have signed fixed term contracts and performance agreements and who
obtain high scores on their performance agreements are eligible to receive some form of
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financial reward as outlined in the Municipal Performance Management Regulation for Section
57 managers. A performance score is calculated according to the KP! and core competencies
and added together to give an overall performance score. The amount of the bonus is
determined by the total performance score, based on the following criteria determined by the
regulations.

Paragraph 32 in the Local Government: Municipal Performance Regulations for Section
57 Managers (the Regulations) provides as follows, under the heading Management of
Evaluation Outcomes.
‘A performance bonus ranging from 5% to 14% of the all-inclusive remuneration
package may be paid to an employee in recognition of outstanding performance. In
determining the performance bonus the relevant percentage is based on the overall
rating, calculated by using the applicable assessment-rating calculator; provided that.
a score of 130 % to 149% is awarded a performance bonus ranging from 5% to 9%;
and
C a score of 150 % and above is awarded a performance bonus ranging from 10% to
) 14%.

Allocation of Bonus — The table below provides for the threshold for the allocation of
bonus and institution of poor performance management measures depending on the level of
performance expresses in percentages in line with the regulations above.

The third column, entitied Percentage, is the conversion of the five point scale into
percentages from a total of 200 percent as provided for in the Regulations. The third
column also provides actual threshold for the payment of bonus with the fourth
column, entitled Rewards or Corrective Action, providing the actual bonus quantum
in proportion to the actual performance score with the determined thresholds.

Key terminology used in the Regulations is outstanding performance and
unacceptable performance. The percentage threshold for bonus payment give

Q meaning to the term outstanding performance through the threshold of 130% as the
standard for outstanding performance and not the definition provided for the levels of
performance in column two. The definition of unacceptable performance should be
level two and below which are 80% and below in terms of percentages are defined
as “performance not fully satisfactory” and “unsatisfactory performance”.

5 | Quistanding 161% - 200% 10% - 14% Bonus
Performance
160% and
Performance 121% ) above 5% - 9% Bonus
4 significantly above 160% 130% - 149%
expectations
121% - 129% No Bonus
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Fully Effective 81% - 120%

Performance not fully 41% - 80%
[+ O

satisfactory Poor Performance
, Management

Unsatisfactory 0% - 40%

performance

INCENTIVES FOR GOOD PERFORMANCES

Apart from the level of an employee’s job performance, the granting of incentives for
good performance are subject to the availability of funds on the budget and medium
term expenditure framework of the department by which the employee is employed.

REWARD AND RECOGNITION

Non-Financial Rewards - Non-financial reward is based on recognising high
performance in ways other than financial reward. Such recognition should be based on the
following three approaches—

Informal: These are spontaneous and can be implemented with minimal planning
and effort, e.g. calling an employee into the office and thanking him/her for a job
well done and not discussing anything else.

Awards for specific achievements and activities: These are tailored to reward
specific achievements and behaviours desired most in the organisation, e.g. long
service awards, monthly awards, etc.

Formal: The municipality has formal recognition programmes used to formally
acknowledge (in public) significant contributions by individuals and teams, e.g.
annual mayor's awards for excellence, etc.

Types of non-monetary rewards (Non section 57 employee)

Merchandise; such as ipods, mobile phones, perfumes, camcorders, bottles of
champagne/wine, or watches.

Activities/ special events; such as meals out, hotel spa accommodation/
treatments or hot air ballooning trips — which may be provided for an individual
employee (or an individual plus a partner or friend) or could reward teams (teams
meal out, for instance).

Retail vouchers; which are often obtainable at a discount “face value”

Quality Review: Each quarter, the employee with the top 15% Quality Review
scores will be presented with a certificate by management during a division
meeting. Employees who achieve the top 15% Quality Review scores on average
for the year will be presented with a certificate by the Municipal Manager during an
annual award breakfast or luncheon.
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Perfect Attendance: Employees with perfect attendance during six consecutive
months will be presented with a certificate by management during a division
meeting and will receive an afternoon off (the date of the afternoon off should be
chosen by the empioyee). Employees with perfect aitendance during twelve
consecutive months will be presented with a desk display award by management
during a division meeting and will receive a day off (the date of the day off should
be chosen by the employee). They will have their names put in a hat for a drawing
that occurs once a month for an upscale prise (e.g. movie tickets, high quality
restaurant dinner for two). As long as they have perfect attendance they will be
eligible for the drawing. Winners will be highlighted during a monthly
communication mesting.

Personal Recognition — Birthday: Birthdays will be celebrated by attaching
balloons to the employee’s workstation and office wishing them a happy birthday.

Free Leave days: employee should be granted three free leave days. The supervisor
and the employee must agree on the dates. These dates must be taken within
three months of it being awarded otherwise it will be forfeited.

Low cost Rewards: Sponsor a visit to the health spa;/Magazine

subscriptions/Movie ticket or ticket to local event/A cap or ties/Key

rings/Calculator/Wallet /Umbrella /Engraved pen and pencil set/Sunglasses, stc

DEALING WITH NON-OPTIMAL PERFORMANCE

In the case of unacceptable performance, the employer shail-

provide systematic remedial or developmental support to assist the employee to
improve his or her performance; and after appropriate performance counselling and
having provided the necessary guidance and/or support and reasonable time for
improvement in performance, and performance does not improve, the employer may
consider steps to terminate the contract of employment of the employee on grounds of
unfitness or incapacity to carry out his or her duties.

The HRPMS provides a means of early identification and resolution of non-optimal
performance. Employees should be informed of any shortcomings in writing and given
the opportunity and means to improve/overcome poor performance through appropriate
development and training programmes. The provisions as stipulated in the Systems Act
are applicable. It will also be the supervisor's responsibility to clearly identify the appeals
route against the performance appraisal and inform the employee that she/he is permitted
to bring a colleague or trade union representative along to assist her/him during the
appeals process.
A low rating during the annual Performance Appraisal meeting should not be the first
indication of the employee's shortcomings, but should be dealt with during the progress
review stage. Reasons for under-performance need to be explored in depth, e.g.:

Has the employee's job changed recently and have any new expectations been

communicated adequately?

|s the desired output clearly understood?

Has the employee been given optimal support to perform?

. Does the employee have access to all the information needed in order to perform

the tasks?
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. Does the employee have the correct level of competencies required by the job?

. Has the employee been given adequate training to enable her/him to perform
. optimally?
. Are there any external factors affecting the employee's ability to perform
optimally?

The Evaluation Panel for reviewing performance
The different panels as indicated the Performance Management Framework applies.

APPENDIX 3

PERFORMANCE IMPROVEMENT PROGRAMME

In the case of non-optimal performance (on any of the elements or the overall
performance rating), the employer will provide remedial and systematic support
(through a Performance Improvement Programme) to assist the employee to
improve her/his performance. Such training and development programme should
be agreed upon between the employee and her/his supervisor.

A follow-up review in a reasonabie period of time should further be agreed upon.
Should such support not have the desired effect, viz. that the employee can be rated
after a period of preferably 12 months, steps should be initiated that may lead to
disciplinary procedures (that could include the discharge of the individual for
unfitness or incapacity to carry out her/his duties).
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The programme should be tailor-made to optimally fit the specific employee and the
component responsible for human resocurce matters should be consulted. Any particular
organisational or personal factors that could impact negatively on the employee's
performance should be taken into account. The procedures as stipulated in the Incapacity
Code and Procedures for the Public Service are applicable.

Employees serving their Probationary Period

In the case of unacceptable performance (on any of the elements or the overall rating)
during an employee's probationary period, remedial and systematic supports (through a
Performance Improvement Programme) aiso need to be provided by the employer to
assist the employee to improve her/his performance to at least acceptable level. Such
training and development programme should be agreed upon between the employee and
her/his supervisor. After all reasonable support has failed to improve the employee's
performance to at least acceptable level; the provisions of the policy framework on
Recruitment and Selection should be followed.

@ DIFFICULTY IN REACHING AGREEMENT

Performance Agreements / Individual Performance and Development Pians rely upon the
human resources member and supervisor reaching agreement as to its contents. There
may be situations in which the staff member or the supervisors have difficulty agreeing
upon some aspect of the plan or any of the stages as it unfolds. This review mechanism
is also applicable when an employee does not agree with her/his supervisor on the overall
appraisal rating.

Should such circumstances arise, it is of utmost importance to act swiftly and decisively
and not to become even more entrenched in disagreement. The following systematic
steps should be followed with a view to reaching agreement:

PHASE 1

O The employee and her/his first level (direct) supervisor.

When an employee and her/his supervisor have difficulty in agreeing upon any aspect in
the process, the employee should file her/his discontent with her/his direct supervisor. A
discussion session may be sufficient to resolve the difficully. Should such contact not
suffice, the disagreement should be put in writing.

Staff members may choose to consult with their union representatives and seek advice
from them in formulating the written representation as part of the process of resolving any
difficulties.  All interactions between the staff member and supervisor should focus on
reaching agreement and not to assess blame or to find excuses.

Time frame: The parties should reach agreement within ten (10) working days.

PHASE 2
The employee and the second level supervisor.
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If the employee and her/his first level (direct) supervisor cannot reach agreement upon the
difficulty, the disagreement and the steps taken o resolve the issue should be referred to
the supervisor on the next higher level in the hierarchy. The first level {direct) supervisor
should preferably be present during the discussion sessions. At this point, the
disagreement must be in writing and all parties are to document their cases and keep
record of their deliberations. Any of the parties may choose to invite persons having
expertise to be present during these meetings fo render assistance and guidance.

Time frame: The parties should reach agreement within fifteen (15) working days.

PHASE 3
Grievance Procedure
If a matter remains unresolved, an employee still has recourse to the formal Grievance

Procedure and will feed in where an Investigating Officer is being appointed.

Time frame: As prescribed in the Grievance Procedure.

Each phase in the process is signed off by means of completing the prescribed form. The
following flow diagram illustrates the process of dealing with difficulty in reaching
agreement:

PROCESS OF DEALING WITH DIFFICULTY AGREEING UPON ANY ASPECT OF THE
INDIVIDUAL PERFORMANCE AND DEVELOPMENT PLAN OR ANY OF THE FURTHER
STAGES OF THE STAGES IN A PERFORMANCE CYCLE

The employee meets with her/his first level
Phase 1: (direct) supervisor. Discussions focus on Time frame:
The employee and | reaching agreement. Disagreement should 10 working
her/his first level | be in writing (initially orally will suffice). If days.

(direct) supervisor. settled, sign off and continue the process.

If not settled, go to Phase 2

!

Employee and first level (direct) supervisor meet
Phase 2 with the second level supervisor. The |  Time frame:
The employee and | disagreement is put in writing and all | 45 working
the second level | deliberations documented. If settled, sign off | gays.
super-visor. and continue the process.

If not settled, go to Phase 3.
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Phase 3
Grievance
Procedure.

If the matter still remains unresolved, recourse
may ultimately be had to the formal Grievance
Procedure and will feed in where an
Investigating Officer is being appointed.

Time frame: as
prescribed in
the Grievance
Procedure.

Confidentiality

The question of confidentiality has to be weighed against the commitment to transparency.
The White Paper on Improving Service Delivery ("Batho Pele") requires transparency about
performance agreements, and the standards and targets departments set for service delivery.

be open to all.

» This would suggest that at least the performance agreements of senior management should
The Systems Act, 2000 prohibit the communication of assessment results,

without the employee's consent, to anyone outside the employee’s department. The access
to records of appraisal will preferably be limited to the employee's immediate supervisor,
senior management unless an employee gives consent, or a decision is appealed, in which
case provision is made to ensure the wider access does not unnecessarily breach the
commitment to confidentiality.
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