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1 Section 1: 
Introduction

1.2 Preface
In pursuit of meeting its strategic Vision to become a World Class African City and complying with legislative requirements, the City of Johannesburg (hereinafter referred to as the "CoJ" or "the City") has developed a Group Performance Management Policy and System to measure its delivery against envisioned goals and strategic objectives. These objectives, outlined in the City's Growth and Development Strategy (GDS) and the Integrated Development Plan (IDP), include improved service delivery, increased efficiency in the use of resources, increased effectiveness that translates to desired outcome and impact, accountability to the CoJ Citizens and overall good governance.
Since 2001 the City has undertaken a number of reviews of its Performance Management System to ensure that the System conforms to key legislative and regulatory requirements as well as to best practise with regard to design and implementation. In undertaking these reviews, the City has aimed to ensure that its Performance Management System is an appropriate mechanism through which the performance of the City at all levels can be co-ordinated, integrated and optimised; employees' motivated, developed and outstanding performance recognised; and, the fundamental goal of the organisation achieved i.e. service delivery to all Citizens of Johannesburg.
Understanding Performance Management within the context of the City Group
Further to the above, there has been a gradual development and improvement of the Policy Framework for Performance Management in the City to integrate the City's Core Administration (the Departments) and the Municipal Entities within a Group Context. The overarching document encapsulating and guiding the strategic, organisational approach is the City's Group Monitoring and Evaluation Framework. The key thrusts within this Policy Document are captured and furthered in the Group Human Capital Management Strategy (June 2012) where the Vision is to ensure professional, competent and diverse Human Capital for the CoJ Group (including MEs).

The intention of the Group Monitoring and Evaluation Framework is to enable the City to manage performance within the City and across all its Entities. By subjecting both the City and its Entities to a similar Performance Management System, the Business and Development Plans of the City would speak to a common objective and would be monitored and evaluated using a comparable lens with the aim to: 

· Assist in the adoption of a shared Philosophy on how performance must be managed within the City Group; 

· Improve Performance Management Governance Mechanisms. This will be done through a detailed review of the various structures involved in the Performance Management Process with a view to enhancing the capabilities and terms of reference for these structures;

· Clarify the roles of the various structures involved in the Performance Management Process; and

· Tighten integrated service delivery mechanisms and how these must be applied during the Performance Management Process.
From an Employee Performance Management perspective, this Group Framework provides that individuals must be held accountable for the performance of the City at all levels i.e. Citywide, Cluster and Department/ Municipal Entity Level. 

Thus, the CoJ Group Monitoring and Evaluation Frameworkmakes it possible to integrate the performance of the entire City as an Organisation with that of the employees, in the recognition that organisational and employees’ performance is interlinked and that the City’s performance is determined by its Core Administration and Municipal Entities collectively and not in silos. CoJ Core Administration and Municipal Entities will be expected to develop employees’ scorecards in consultation with the employees and will also be responsible for monitoring and evaluating the performance of employees.  

This Policy Document and Procedure Handbook must be viewed and understood in conjunction with the Group Monitoring and Evaluation Framework.

1.3 Purpose
The intended purpose of this Policy Document and Procedure Handbook is twofold. In the first, it is to introduce and to outline the provisions for the "how to" to the Performance Management Process (PMP), providing information to CoJ employees, Managers and others who have an interest in Performance Management. In the second, it is to facilitate a culture of high performance amongst employees within the CoJ Group (City's Core Administration and the Municipal Entities) towards enabling the City to meet its Vision, Mission and Strategic Objectives.

1.4 Scope
This Policy shall be applicable to all employees of the City in a Group Context except Section 57 employees.  Although Section 57 employees are performance managed in terms of the applicable legislation and the City's Policy for Managing the Performance of Section 57 Employees, September 2009, the principles of the Reward Guidelines approved by the CoJ shall apply to them.
It is important to note that this Policy Document and Procedure Handbook are located within the broader Policy Framework in the City. This Policy should therefore be read in association with the following related Policies:
· The City of Johannesburg's Monitoring and Evaluation Framework, 2012;

· Group Human Capital Strategy,  2012;

· Policy for Managing the Performance of Section 57 Employees, 2009;

· Training and Development Policy; 

· Remuneration Policy; 
· Reward and Recognition Policy; and

· Succession and Promotion Policy. 

1.5 Structure of the Policy
The Policy Document and Procedure Handbook are divided into the following sections:
Section 1 is the Introduction and it provides an overview of the Policy Document and Procedure Handbook including the Purpose, Scope as well as key definitions that will be applicable to terms that have been used in this Policy;
Section 2 outlines the Legislative Framework, within which the Group Performance Management Policy has been developed; 
Section 3 provides an overview of Performance Management within the City, including the City’s Performance Management Objectives, Principles as well as an outline of the Process and Cycle that will be applied in managing performance within the City;
Section 4 outlines the core provisions that shall be applicable during the Performance Planning Phase;  
Section 5 outlines specific provisions that shall be applicable during performance execution i.e. Scorecard Implementation, Performance Monitoring and Performance Coaching Process;
Section 6 outlines specific provisions that shall be applicable during the Performance Review Phase;  
Section 7 outlines specific provisions that shall be applicable in managing the outcomes of the Performance Management Process.  Essentially the Section deals with arrangements for rewards, arrangements for managing unsatisfactory or poor performance as well as Dispute Resolution Mechanisms;
Section 8 outlines the approach and key provisions for Training and Development, specifically, the development of a Personal Development Plan for employees; 
Section 9 outlines specific provisions that relate to special circumstances such as newly appointed employees, internal appointments, employees on prolonged leave, etc.; 
Section 10 outlines the roles and responsibilities for the Manager/Supervisor and the employee in the Performance Management Process; and
Section 11 provides an overview of the general Policy provisions for implementation of this Policy Document and Procedure Handbook.
1.6 Definitions
The following definitions of terms shall be applicable in this Policy and its application:

	Term
	Definition

	The Act
	The Municipal Systems Act (Act 32 of 2000).

	The City
	The City of Johannesburg; the Johannesburg Metropolitan Municipality and Municipal Entities (ME’s).

	The Executive Mayor
	The Executive Mayor of the City of Johannesburg.

	The City Manager
	The City Manager of the City of Johannesburg.

	Performance Management Cycle (PMC)
	A period not exceeding 12 months, for which performance is planned, executed and assessed. It must be aligned to the same period as the City’s annual business plan/ service delivery plan cycle i.e. 1st July to 30th June of the following year.

	Employee
	Refers to Fixed Term Contract and Permanent employees of the City of Johannesburg and its Municipal Entities. 

	Group Context
	A common Policy Framework with enough flexibility to cater for the uniqueness in terms of service delivery demands and to enhance service delivery capabilities at CoJ Core and the different Municipal Entities.  This is underpinned by the principle that the Group sets the overarching Policy and Municipal Entities may customize the procedure to make it relevant to their specific business requirements.

	Line Manager
	Refers to those who are responsible for managing employees, or those who are entrusted with supervising the work of other, these are responsible to managing their employee(s) and ensure that they implement this Policy.    

	Performance Scorecard
	A document, which contains Key Performance Areas (KPAs), associated performance indicators and targets. 

	Performance Standard
	Standards of performance are written statements describing how well a job should be performed and should be developed collaboratively with employees.

	Key Performance Area (KPA)
	An area of a job that is critical in terms of making an effective contribution to the achievement of the City’s strategies and goals.

	Key Performance Indicator (KPI)
	The clearly defined standards set in terms of output to be achieved for each KPA. These standards are specific and measurable.

	Personal Development Plan
	Also referred to as an Individual Learning Plan (ILP) whereby the important competency development needs of the employee are documented, it’s a process of improving performance.

	HR Business Partner
	The direct HR support employee working directly with a Line Manager and/or Department or within the Municipal Entity.

	Performance Implementation
	This happens throughout the Performance Management Cycle and involves the implementation of scorecards, monitoring of performance against the scorecards and the provision of coaching. 

	Performance Monitoring
	Essentially this is the collection of data and information in relation to the implementation of individual scorecards that will be consolidated into performance reports.

	Performance Reviews and Reporting
	Performance reviews take place through formal sessions at periodic intervals during the Performance Cycle.  These are aimed at assessing the level of performance against scorecards and submission of reports in this regard.

	Mid-Year Review
	A formal meeting between the Manager and employee for the purpose of going over the Key Performance Areas and Indicators so that the employee knows where they stand before the end of the evaluation period.

	Final Review and Rating
	The allocation of a score to individual KPAs in accordance with the prescribed rating scale.


2 SECTION 2: 
Legislative Framework for Performance Management in Local Government
The following core pieces of legislation provide the basic elements of the Framework that govern the establishment and implementation of Performance Management in the City. 
	The Constitution, as amended 

	The Constitution provides that Municipalities in South Africa must: 
· Provide democratic and accountable government for local communities.

· Ensure the provision of services to communities in sustainable manner.

· Promote social and economic development.

· Promote a safe and healthy environment.

· Encourage the involvement of communities and community organisations in the matters of Local Government.

The performance of Municipalities must be monitored and managed to ensure the achievement of these constitutional provisions. 



	White Paper on Service Delivery (Batho Pele) 1998

	The Performance Management System must be based on and should give effect to the eight Batho Pele principles of improved service delivery as outlined in and required by the White Paper on Service Delivery. The principles are as follows: 
· Consultation; 

· Service Standards; 

· Access; 

· Courtesy; 

· Information; 

· Openness/Transparency; 

· Redress; and 

· Value for Money.



	The Local Government: Municipal Structures Act, 117 of 1998

	Section 19 (1) the Act specifies that a Municipal Council must strive within its capacity to achieve the objectives set out in Section 152 of the Constitution and annually review its overall performance in achieving them. 

Section 44 (3) states the Executive Committee, in performing its duties, must review the performance of the municipality in order to improve:
(i) The economy, efficiency and effectiveness of the Municipality.



	The Local Government: Municipal Systems Act, 32 of 2000 (MSA)

	The MSA sets out the legal framework for Performance Management as a means to measure, evaluate and report on the implementation of the Integrated Development Plan (IDP): 

· Chapter 6 of the MSA provides for the establishment, monitoring and review of the Performance Management System as well as reporting on the organisational performance achievements against the IDP indicators and targets; and
· According to Section 67 of the MSA, a Municipality must implement Systems and procedures to ensure fair, efficient, effective and transparent personnel administration, including the monitoring, measuring and evaluating of staff performance. 



	The Local Government: Municipal Finance Management Act, 56 of 2003 (MFMA)

	The MFMA contains various provisions relating to Municipal Performance Management. It requires Municipalities, in annual budget approval, to adopt an SDBIP with service delivery targets and performance indicators and compile an annual report, which must include a performance report compiled in terms of the MSA. 



	The Local Government: Municipal Performance Management Regulations, 2001

	In 2001 the Minister responsible for Local Government published the Local Government: Municipal Planning and Performance Management Regulations, in terms of section 49 of the MSA. The Regulations provide for Municipalities to ensure that the PMS complies with the requirements of the MSA, demonstrate the operation and management of the PMS clarify roles and responsibilities, as well as ensure alignment with Employee Performance Management and the IDP processes.  



	National Treasury: Circular no.13 of 2005

	This Circular provides guidance and assistance to Municipalities in the preparation of the Service Delivery and Budget Implementation Plan (SDIBP) as required by the MFMA. The SDIBP gives effect to the Integrated Development Plan (IDP) and budget of the Municipality and will be possible if the IDP and budget are fully aligned with each other as required by the MFMA.




3 SECTION 3:
Overview of Performance Management in the CoJ

3.2 What is Performance Management?
	Performance Management is a process of establishing a shared understanding about what is to be achieved and how it is to be achieved. It is an approach to managing people that increases the probability of achieving success.


Performance Management is a strategic approach to management that aims to provide a motivating environment that enhances employee morale and encourages employees to develop and achieve high standards of performance. Shifts in Performance Management thinking and approaches have been away from a controlled style of management and towards a holistic, facilitation model of leadership and employee management that is goal and outcome driven.  

At a fundamental level, Performance Management is about planning, monitoring and reviewing performance. It is not merely about compliance but rather about behaviours and management processes that build and enhance the organisational culture.

The City's Performance Management System, ultimately, is designed to facilitate that the City executes its obligation towards Communities and achieves its objectives as set out in the Growth and Development Strategy (GDS), the IDP and SDBIP.
3.3 Organisational Performance Management and the link to Individual Performance Management 
City-wide Performance Management is the process of Strategic Planning through which Performance Objectives for the City as a Group are identified based on the GDS and the IDP. These are translated into the Organisational Scorecard and Service Delivery Budget Implementation Plan (SDBIP). Performance on achieving the Mission and goals of the City are monitored and measured through these. 
The Institutional SDBIP and Organisational Scorecard are further translated into Cluster Departmental Business Plans and Departmental/Entity SDBIPs. Employees' goals and objectives are derived from the Departmental scorecard and the performance management process provides an opportunity for the employee and his/her Supervisor to discuss development goals and jointly create a plan for achieving those goals.
The diagram below illustrates this link between Organisational Performance Management and Individual Performance Management.  
Figure 1: Overview of the City's Organisational and Individual Performance Management 
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Therefore, the performance of the City is integrally linked to that of its employees. If employees do not perform, the City will not be able to deliver on the strategies and objectives it has set out in the GDS and IDP. It is therefore important to manage both at the same time. The relationship between the City and employees' performance has to be managed throughout the Performance Management Process.
The City's Monitoring and Evaluation (M&E) Framework
"If we are to improve our performance we have to reflect on what we are doing, what we are achieving against what we set out to achieve, and why unexpected results are occurring. We cannot advance without making mistakes along the way, but we must evaluate and learn from our successes and our mistakes.” (DPME 2011)
Integral to the City's Organisational and Individual Performance Management System is the process of monitoring and evaluating performance. The City’s approved Monitoring and Evaluation (M&E) Framework aims to embed the practice of assessing and measuring performance towards the effective management of Organisational Performance, and ultimately, the achievement of the City’s short, medium and long-term goals, as reflected through its various planning tools, such as the IDP and GDS. While this Policy Document and Procedure Handbook and the M&E Framework have been aligned, they should be read and understood in relation to each other and as part of the broader CoJ Performance Management Framework. 
In terms of M&E in the context of performance management, the activities associated with M&E relate strongly to the domain of performance management as it forms a key part of the cycle of reflection, and thereby enabling performance improvement. Improvements in performance depend on the insight that comes from ongoing reflection and regular assessments. (CoJ, 2012) 
M&E forms part of the Performance Management Framework, which encompasses setting performance indicators, measuring them over time, evaluating them periodically and finally, making course corrections as needed. This is shown in the diagram below.
Figure 2: Performance Management Framework
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(Source: CoJ, 2012)
The key to the success in M&E lies in the establishment of deep Sector and Programme understanding, knowledge and experience of setting up successful monitoring systems, and the development, amongst all role-players, of a keen eye to enable identification of lessons and areas of improvements. 
The diagram below provides an overview of planning, monitoring, evaluating and reporting in the City. 
Figure 3: Overview of planning, monitoring, evaluating and reporting in the City
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 (Source: CoJ, 2012)
3.4 Objectives of Performance Management in the CoJ
Beyond the fulfilling of legislative requirements, the CoJ requires a Performance Management System that will be constituted as the primary mechanism to plan for Performance Management, monitor, review and improve the implementation of the GDS and the IDP. This will have to be fulfilled by ensuring that the following objectives are met:
· Ensure that the Organisational Scorecard is aligned to the IDP, and therefore, to political priorities and mandates;

· Develop a business planning process that reflects tangible programmes, activities and targets to achieve the priorities;

· Ensure effective linkage between planning and budgeting;

· Ensure that IDP, Business Plans and the Scorecards form the basis of an effective organisational and employee Performance Management System;

· Develop a Monitoring And Evaluation System that guarantees Performance Management and reporting against performance; and

· Instil a performance-oriented culture across the City.

3.5 Benefits of Performance Management
The functions listed below summarise the intended benefits of the Performance Management System. These intended functions should be used to evaluate the Performance Management System, periodically. They include the following:

Facilitate increased accountability

The Performance Management System shall provide a mechanism for ensuring increased accountability between: 
· The Communities of the CoJ and the City Council;

· The Political And Administrative Components of the City; and
· Each Department, ME and the Office of the City Manager.

Facilitate learning and improvement

While ensuring that accountability is maximised, the Performance Management System shall provide a mechanism for learning and improvement. It will allow for the City to know which approaches are having the desired impact, and enable the City to improve service delivery. It shall form the basis for monitoring, evaluation and improving the implementation of the GDS and IDP.
Provide early warning signals
The Performance Management System shall provide Managers, the City Manager, Portfolio Committees and the Mayoral Committee with a diagnostic signal of the potential risks that are likely to affect the realisation of the full GDS and IDP implementation. It is important that the System ensure decision-makers are timeously informed of risks, so that they can facilitate intervention, where it is necessary and possible to do so.
Facilitate decision-making
The Performance Management System shall provide appropriate management information that will allow efficient, effective and informed decision-making, particularly in so far as indicating where the allocation of limited resources should be prioritised.
3.6 Principles 
At an organisation level, the following key principles shall be applicable to Performance Management:
(a) Simplicity: The System shall be a simple user-friendly System that enables the City to operate it within its existing capacity of its Financial, Human Resources and Information Management System;
(b) Transparency and Accountability: The System shall be transparent and open so that employees whose performance will be monitored and measured should have the opportunity to scrutinize the basis upon which decisions are made; 
(c) Integration: The PMS shall facilitate co-ordination and integration within the City;
(d) Objectivity: Performance Management shall be founded on objectivity and credibility. Both the Processes of managing performance and the information on which it relies should be objective and credible. Sources of data for measuring indicators should be scrutinized to enhance credibility of information and therefore objective decision-making; 
(e) Procedural fairness: The Procedures incorporated in Performance Management shall be operated fairly to limit the adverse effect on individuals;
(f) Dynamic: The Performance Management System shall be regularly reviewed and may need to be updated to respond to contextual changes; 

(g) Politically driven: Political Leadership and guidance are essential to the successful application and implementation of the Performance Management System; and 
(h) Mutual respect:  All parties involved in the Performance Management process shall respect each other.  
At an individual level, the following key principles shall be applicable to Performance Management: 

(a) Competency, Excellence and Innovation: All employees of the City of Johannesburg are responsible for achieving service delivery excellence through constantly improving on areas of individual performance and collective effort;
(b) Communication, Motivation and Development: Performance Management is about actively communicating expectations, motivating success through constructive feedback, focusing on coaching and development, and ensuring delivery (the Performance Management System is not only a scoring mechanism;
(c) Commitment: Employees are expected to be solution and results driven in order to exceed customer’s expectations and to use inter Departmental synergies to address challenges;
(d) Recognition: Outstanding performance shall be recognised and awarded. This shall be dealt with in terms of the Reward and Recognition Policy;
(e) Non-Performance shall be managed in terms of the legislation and provisions guiding actions that are to be taken; and
(f) Responsibility: It is the responsibility of each employee to ensure that they deliver as per the performance standards and where challenges are encountered, that these are communicated to their Management timeously and effectively, enabling resolution. Performance Management is a process for which all are responsible.
3.7 Features of the Performance Management Process
The Performance Management Process (PMP) is a year-round partnership between employees and Managers. It takes into consideration employees’ Key Performance Indicators as well as behaviours that influence performance such as Customer Focus, Teamwork, Problem-Solving and Leadership among others. These behaviours may seem familiar, as they are chosen to reflect performance factors that various organisations have included in their own evaluation Systems for years.

The main features of the Performance Management Process (PMP) are as follows:
(a) Year-round process: The PMP involves feedback between the Manager and employee throughout the year, not just at the end of the year. A special emphasis is placed on the Manager’s coaching of the employee so that they can fulfil the expectations set forth at the beginning of the year. This handbook gives guidelines on how Managers can encourage employees’ development year-round;
(b) Partnership: The PMP encourages a partnership between the Manager and employee, focusing on regular discussions about Key Performance Indicators, performance expectations and development plans. The Manager and employee begin the year with an extensive discussion of the Performance scorecard /plan and what is expected from the employee. Both the Manager and employee have a responsibility to initiate conversations about performance throughout the year;
(c) Training for Managers: All Managers will be required to go through a training program before they do any performance appraisals with the PMP. They will be provided with additional training materials, resource guides so they can do a good job of assessing employees’ performance and helping them improve; and 

(d) Time Guidelines for the PMP: The PMP is a year-long process, but it rarely will coincide with the financial year beginning in July and ending in June of each year. A PMP is started whenever an employee is initially hired, transferred to a new Manager, or moves to a new position within the City. So that you can keep track of which part of the year goes with which phase of the PMP. 
3.8 The City’s Performance Management Process and Cycle

The Performance Cycle for the City shall commence on the 1st July of The Calendar Year and shall end on 30th June of the following Calendar Year.

The Performance Management cycle of the City is made up of a number of distinctive but inter-related phases namely:
· Planning work and setting expectations;
· Continually monitoring and coaching performance;
· Developing the capacity to perform;
· Periodically reviewing performance; and
· Rewarding good performance.
The diagram below illustrates the four phases. 
Figure 4: Phases of the Performance Management Cycle
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a) Performance Planning: In an effective Organisation, work is planned out in advance. Planning means setting performance expectations and goals for groups and individuals to channel their efforts toward achieving organisational objectives. Getting employees involved in the planning process will help them understand the goals of the Organisation, what needs to be done, why it needs to be done, and how well it should be done. The legislative requirements for planning employees’ performance include establishing the Key Performance Areas and indicators for the performance scorecard. Performance indicators should be measurable, understandable, verifiable, equitable, and achievable. Through measurable performance indicators and targets, employees are held accountable as individuals for work assignments or responsibilities. Employee performance scorecards should be flexible so that they can be adjusted for changing program objectives and work requirements. When used effectively, these scorecards can be beneficial working documents that are discussed often, and not merely paperwork that is filed in a drawer and seen only when ratings of record are required.

b) Performance Monitoring and Coaching: In an effective Organisation, assignments and projects are monitored continually. Monitoring well means consistently measuring performance and providing ongoing feedback to employees and work groups on their progress toward reaching their goals. The regulatory requirements for monitoring performance include conducting progress reviews with employees where their performance is compared against their performance indicators and targets. Ongoing monitoring provides the Manager the opportunity to check how well employees are meeting predetermined standards and to make changes to unrealistic or problematic standards. By monitoring continually, Managers can identify unacceptable performance at any time during the coaching period and provide assistance to address such performance rather than wait until the end of the period when summary rating levels are assigned.

c) Developing: In an effective Organisation, employee developmental needs are evaluated and addressed. Developing in this instance means increasing the capacity to perform through training, giving assignments that introduce new skills or higher levels of responsibility, improving work processes, or other methods. Providing employees with training and developmental opportunities encourages good performance, strengthens job-related skills and competencies, and helps employees keep up with changes in the workplace, such as the introduction of new technology. Carrying out the processes of Performance Management processes provides an excellent opportunity for Managers and employees to identify developmental needs. While planning and monitoring work, deficiencies in performance become evident and should be addressed. Areas for improving good performance also stand out, and action can be taken to help successful employees improve even further.

d) Performance Reviews: From time to time, Organisations find it useful to summarize employee performance. This helps with comparing performance over time or across a set of employees. Organisations need to know who their best performers are, within the context of formal performance reviews requirements, reviewing performance means evaluating employee or group performance against agreed performance indicators and targets in an employee’s performance scorecard and most often determining the level of performance.  The review is based on work performed during an entire performance cycle or period. At the end of the performance cycle a rating scale is used and has a bearing on rewarding and recognising exceptional performance. When the rating is high, it indicates exceptional performance and when the rating is low, and then a developmental programme to manage poor performance must be instituted.
e) Performance Rewarding: In an effective Organisation, rewards are used often and well. Rewarding means recognizing employees, individually and as members of groups, for their performance and acknowledging their contributions to the organisations objectives. A basic principle of effective management is that all behaviour is controlled by its consequences. Those consequences can and should be both formal and informal and both positive and negative. Good Managers do not wait for their organisation to solicit nominations for formal awards before recognizing good performance. Recognition is an ongoing, natural part of day-to-day experience. A lot of the actions that reward good performance, like saying “thank you,” do not require a specific regulation or Policy. The City's Reward and Recognition Policy provides the details for the rewarding of exceptional employee performance.  

4 SECTION 4: 

Policy Provisions: Planning

The Planning Phase is about jointly identifying organisational, Departmental as well as individual performance expectations and gaining employees’ commitment to achieving these expectations. This phase provides an opportunity for the Manager to explain the PMP, discuss job requirements and to communicate performance expectations and standards. 
For the PMP to be successful, it is important that everyone involved understands the following:
· What the Process is all about;

· Why the City uses the Process;

· How the Process works;

· What is expected from employees in various roles; and

· When performance will be assessed and reviewed.
4.2 Development of a Performance Scorecard and Personal Development Plans 
The planning process entails the development of key planning documents:
1. The Performance Scorecard; and 

2. The Personal Development Plan (PDP) - refer to Section 8: Training and Development. 

Both these documents must be concluded and signed 30 days after the commencement of the new Financial Year. This means that all Performance Scorecards and Individual Development Plans must be signed by both the Manager and the employees no later than 30 July of each year.    
4.1.1 
Development of a Performance Scorecard 
During the Planning phase, the Manager and employee will develop a Performance Scorecard.  When developing the scorecard the employees and the Manager need to define the job requirements. Several documents can assist:
· The Employee’s Job Description;  

· The Department’s SDBIP and the City’s Integrated Development Plan (IDP);  

· The Manager’s Scorecard; 

· The employee’s previous year performance review document; and

· Any other document considered to be relevant e.g. Policies or legislation etc.  

These documents will ensure that the employee's Performance Scorecard is aligned with both the Department's SDBIP and the Manager’s Scorecard. This is important so as to ensure that there is seamless integration both horizontally and vertically.     
The Performance Scorecard will establish objectives and targets to help the Manager review the employee's performance at the Year-End Review. The effort that the Manager and employee put into the development of the Performance Scorecard will help the employee know what is expected and will tend to make the reviews of job performance easier.
The Performance Scorecard should have enough Key Performance Areas (KPAs) that describe the essence of the expected performance. A sizable portion of performance expectations should be captured but at the same time it should be narrow enough that everyone knows what part of the job is being described so that performance can be rated at the end of the year.
Note: For non-Section 57 employees, the terminology used is KPA whereas for Section 57 employees the term KPA or Strategic Performance Objective (SPO) may be utilised. A SPO is sector priority that is translated into a performance objective, which is captured in the individual scorecards of the Executive Directors and the Managing Directors or Chief Executive Officers of the CoJ Core Departments and MEs. SPOs are understood as critical in terms of making an effective contribution to the achievement of the City’s and Sector’s strategies and goals. KPAs are cascaded from SPOs and understood as more appropriate and realistic for employees below Section 57. Critical KPAs in the Scorecards of Non-Section 57 employees will therefore reflect the SPOs of Section 57 employees.
4.3 Components and Structure of the Performance Scorecard

The scorecard will include a number of KPAs, which are weighted. Linked to these KPAs will be a set of outputs/objectives, based on which performance indicators will be developed. The performance indicators measure progress against the objectives. Baseline data, where available, provides useful insight into current performance. This is useful when measuring progress over time and when establishing targets going forward. It is anticipated that the scorecard will include quarterly and annual targets. 
Where applicable, it may be worthwhile to establish Core Competency Requirements (CCRs), although it is anticipated that these will only apply to Senior Managers (suggested Levels 3-4 depending on the function of a Department/Unit). For such Managers, CCRs can be selected from a range of competencies such as self- Management, Interpretation and Implementation of Legislative and National Policy Frameworks, knowledge of Local Government, knowledge of Performance Management and reporting and knowledge of Global and South African specific Political, Social and Economic Contexts.
For lower level employees the CCRs are not necessary. Should a decision be taken to include CCRs, these could possibly be Generic Assessment Factors such as teamwork, service delivery, customer relations, etc. (suggested levels 5 – 6) depending on the function of the Department) 
CCRs/GAFs should also be weighted, up to a maximum of 20% of the total scorecard. The Key Performance Areas remain the core of the scorecard and should be collectively weighted at a minimum 80% of the total scorecard. For lower level staff where CCRs/GAFs are not utilised, the KPAs constitute 100% of the total scorecard. 
	Employee performance scorecards should be flexible so that they can be adjusted for changing Departmental or Programme Objectives and work requirements. When used effectively the Scorecard can be a beneficial working document that is discussed often and not merely paperwork that is filed in a drawer and seen only when performance reviews are undertaken. 




Figure 5: Elements of the scorecard
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4.2.1
Key Performance Areas and Key Performance Indicators 
(a) The core of the individual performance scorecards shall be made up of Key Performance Areas (KPAs). Core Competencies (CCs) will only apply where this is necessary, for example Senior Managers (Levels 3 – 4) or Generic Assessment Factors (GAFs) for example Managers (Levels 5 – 6). 

(b) The Key Performance Areas would on average comprise of a maximum of 6 focus areas but not less than 4. On Senior Levels it may be necessary to have more than 6 focus areas.
(c) Each Key Performance Area will have Key Performance Indicators, which should be at least 2 (on average 3 – 4).

(d) Key Performance Indicators should not be about knowledge, skills, abilities or traits, like “being responsible for the reception area” or “knowing WordPerfect.” They should reflect the activities performed by the employee that are required to accomplish specific work results, not what they know or are able to do.

(e) The Key Performance Indicators must meet the criteria of being SMART, an acronym that stands for Specific, Measurable, Attainable, Relevant and Time-Based:
· Specific: If a Key Performance Indicator (KPI) is too general, the employee will have a harder time knowing what is expected, and the Manager/ Supervisor will have trouble holding the employee responsible for the activities. A vaguely stated task would be, “Prepares reports.” To make the KPI’s clear to the employee so that they know what they are expected to do, the Manager/Supervisor would need to add details: “Researches and writes monthly reports concerning the progress and budgetary status of active contracts.”
· Measurable: The Manager/Supervisor needs to be able to determine whether the activity took place and to decide how well it was done. KPI’s become measurable when performance standards/targets are added to the tasks; 
· Attainable: The employee will be frustrated if they are supposed to be responsible for activities that are beyond their control or that cannot be achieved in a reasonable amount of time;
· Relevant: Each task should be related directly to the job, a developmental plan objective; and
· Time-based: The Manager/Supervisor and employee should be able to track progress against specified target dates and timeframes.

Key Performance Areas and Indicators should have a mix of the following – innovation, legislative compliance etc.   
The Performance Scorecard owner has direct line of sight. This means that the scorecard owner has control over the implementation of the KPA and associated KPIs included in his/her scorecard and upon signing the scorecard owner agrees to all the deliverables as detailed in the performance scorecard.  
4.2.2
Performance standards

Standards of performance are written statements that describe how well a job should be performed. Performance standards should be developed collaboratively with employees, whenever possible. They should be explained to new employees during the first month on the job.
Performance standards can be written to specify the activities an employee needs to perform, the accomplishments or outputs of such activities, and finally, the outcomes which are hoped to be achieved.
The performance standard provides a benchmark against which to evaluate work performance. While the job description describes the essential functions and the tasks to be done, the performance standard defines how well each function or task must be performed in order to meet or exceed expectations.
Employees are held accountable as individuals for their performance on work assignments and fulfilling their responsibilities.
4.2.3
Targets
Measures are the yardsticks used to determine how well an employee is doing. Performance standards are the “how” or “how well” of the Key Performance Indicator. How well has someone performed a task? Targets assist the Manager/Supervisor to review expected performance. 
(a) Target setting 

In setting targets, the following should be considered:
· Targets are the planned level of performance or the milestones that are set for each indicator;
· Targets are usually expressed in terms of quantity;
· Targets need to be challenging, realistic, measurable and in line with the resources and capacity of the individual;
· Targets need to take into account seasonal or other fluctuations;
· Targets should be set for a series of timeframes e.g. quarterly; 
· The following are an example of targets:
Indicator: Total number of low income houses built during the period
· Quarter: 1 100 (high rainfall);

· Quarter: 2 100 (builders holiday);
· Quarter: 3 200;
· Quarter: 4 300; and
· Annual: 10 700.
4.4 Weighting 

In all jobs, some activities are more important than others. During the planning phase, each KPA will be designated as Critical or Important. There are several questions that the Manager and employee may ask to decide which weighting applies:
· What percentage of time does the employee spend completing the activity? A relatively high or low percentage of time doesn’t indicate automatically whether a KPA is critical or important, but it could raise some flags for making the determination.

· Does the activity have a significant impact on the goals or objectives of the Department or Organisation? 

· Does the outcome of the activity have a significant impact on the work of other employees?

· If errors are made, do they have significant consequences? If the task doesn’t get done, how serious are the results?

· Are the Key Performance Areas required by legislation?

KPA’s that are considered to be critical can be allocated a higher weighting, while other that are important but not critical can be given a lower weighting. 
For example, an employee with seven (7) KPAs might have two (2) critical ones and five (5) important ones; or three (3) critical and four important; or five (5) critical and two (2) important. In cases where the City determines critical objectives e.g. obtainment of a Clean Audit, it may be prescriptive regarding the weighting of such objectives.
Critical KPAs (with a higher weighting) will reflect the SPOs (Teamwork) as per the scorecards of Section 57 employees. Such KPAs will be scored the same for all employees within the City where it appears in the scorecard.
The table below show an example of a scorecard.

	
	
	
	
	Targets

	Key Performance Area
	KPA Weighting
	Key Performance Indicator
	Baseline
	Q1
	Q2
	Q2
	Q4
	Annual

	1. KPA 1
	20%(Compliance) 
	1. KPI 1.1
	
	
	
	
	
	

	
	
	2. KPI 1.2
	
	
	
	
	
	

	
	
	3. KPI 1.3
	
	
	
	
	
	

	2. KPA 2
	50% (Critical)
	1. KPI 2.1
	
	
	
	
	
	

	
	
	2. KPI 2.2
	
	
	
	
	
	

	
	
	3. KPI 2.3
	
	
	
	
	
	

	
	
	4. KPI 2.4
	
	
	
	
	
	

	3. KPA 3
	30%(Important)
	1. KPI 3.1
	
	
	
	
	
	

	
	
	2. KPI 3.2
	
	
	
	
	
	

	
	
	3. KPI 3.3
	
	
	
	
	
	


4.5 Evidence and Means of Verification

Managers and employees should keep in mind the need for evidence and a means of verification when developing the scorecard. The evidence will be used during the reporting process where verification may be required. It will therefore need to be collected through the course of the year. Evidence can be submitted electronically in order to save printing costs as far as possible. 

For lower level employees it may be possible to verify performance through a direct Supervisor / Manager instead of evidence provided e.g. Answering of telephones professionally and efficiently (normally measured through “no complaints received”). Evidence may also just be viewed in the Quality Assurance Process e.g. an efficient filing system.
4.6 Check list for a well-developed performance scorecard   

Once you have developed a Performance Scorecard, the checklist below is to ensure that the KPA’s and KPI’s you have developed are effective and meet required standards:

	· Are the critical elements truly critical? 

· Does failure on the critical element mean that the employee’s overall performance is unacceptable?

· Is the range of acceptable performance clear? 

· Are the performance expectations quantifiable, observable, and/or verifiable?

· Are the KPA’s attainable? Are expectations reasonable?

· Are the KPA’s challenging? Does the employee need to exert a reasonable amount of effort to reach the fully successful performance level?

· Are the KPA’s fair and applicable? Are they comparable to expectations for other employees in similar positions? Do they allow for some margin of error?

· Can the reviewer use the standards to measure performance? 

· Can the reviewer manage the data collected (evidence) through the measurement process?

· Will employees understand what is required?

· Are the targets and KPI’s flexible? Can they be adapted readily to changes in resources or objectives?


4.7 Amendments to the Performance Scorecard 

New or amended performance scorecards may be signed under the following circumstances:
· If the role of the employee changes during the performance cycle;

· If the employee has been acting in a higher position for a period of more than 3 months;

· If the work environment of the City alters (whether as a result of Government or Management decisions or otherwise e.g. restructuring, devolution of functions), to the extent that the contents of the scorecards are no longer appropriate;

· If the employee has not been in the role for three months or more for any reason, as for example, maternity, ill health, study, or secondment, unless this absence was built into the original agreement; 

· If it is deemed that the achievement of the particular Key Performance Indicator will be out of the employee’s/team’s span of control (e.g. the budget has been pulled from the project); 

· If the City has changed its scorecard, and the achievement of the Key Performance Indicator is no longer strategically important or additional strategic areas have been identified; and
· If this is a recommended plan of action to manage unsatisfactory performance.

Note: All amendments to a signed performance scorecard should be supported by a written motivation, which must be signed and dated by the relevant employee and the Manager.

5 SECTION 5:

Policy Provisions: Performance Coaching and Monitoring

5.2 What is coaching?
	Coaching is involved when a Manager/Supervisor is helping an employee improve their performance. Coaching may be conducted in brief discussions with the employee or it may involve longer interactions aimed at helping the employee meet or exceed the standards of performance expected by the organisation. Coaching on a regular basis also helps make sure that goals set during the Planning phase are pursued.




Coaching takes place throughout the year. Coaching is a routine, frequent interaction between a Manager and employee. This may be a formal, scheduled discussion or an informal conversation that takes place spontaneously. For example, coaching may be a verbal pat-on-the-back to encourage good performance, or it may be aimed at bringing the employee’s performance closer to the standards expected. Coaching is crucial to the PMP and should be an on-going being a year-round process.
The amount of time that elapses between coaching sessions can be irregular, but these sessions should be frequent enough that the Manager and employee are exchanging regular feedback. Formal coaching sessions should be planned and scheduled while informal sessions take place on an ad-hoc basis. The essentiality of coaching is that the employee hears from the Manager about whether they are doing their job according to the set objectives as outlined in the performance scorecard. It is also important for the Manager to have many opportunities to observe, encourage and direct the employee.
During the Planning phase, the Manager and employee came to an understanding of what was expected in terms of the scorecard. Coaching reinforces what was discussed, helps everyone make sure that the job is being carried out, and allows the Manager the chance to encourage the employee’s development.
Coaching sessions are not formal reviews of performance only. Coaching sessions provide the following:
· Opportunity for the Manager and employee to make sure performance is on track with the agreed deliverables in the performance scorecard;
· Chance to identify problems early, so that they can be corrected as soon as possible;

· Time for the Manager/Supervisor to praise the employee verbally or commend them in writing; and
· Opportunity for the employee to point out accomplishments or problems that have been resolved, which otherwise might not have come to the Manager’s attention.

A Manager who knows about specific accomplishments and problems during the year will be better prepared to assess progress and evaluate performance at the end of the year. The employee who has participated in several coaching sessions should have no major surprises at the review sessions. 
5.3 Performance Coaching

The following arrangements shall be applicable to coaching:
(a) Coaching shall take place at an individual level (one on one between the Manager and the employee);
(b) Coaching should take place throughout the performance cycle and more specifically within one month of completion of each quarter; the 1st and the 3rd quarter are to be scheduled as formal coaching sessions, whilst the 2nd and the 4th quarter as review sessions, notwithstanding that coaching should be an ongoing process; 
(c) The Manager shall be responsible for coaching his /her employees;
(d) The Manager shall develop a year’s calendar for all formal coaching sessions for the year and make it available to all employees; and
(e) All discussions held within the coaching session should be recorded and documented and should be managed in line with the City’s confidentiality requirements.
5.3.1
The coaching session can be formal and informal 

There are two types of coaching: 
(a) Formal Coaching, which generally occurs in a meeting format, usually with a pre-arranged time and date, for which both parties plan.  The mid-year review is a formal coaching session as employees are given feedback on their performance, but are not scored; and
(b) Informal Coaching, which can take place as part of the daily routine.  It can be as simple as helping others accomplishes something, or a “pat on the back”.  Managers may not even recognize that they are doing it, as it is so much part of the daily routine.

5.3.2
Conducting formal coaching sessions 

Formal coaching sessions are to be at the end of each quarter and should focus on performance against the scorecard deliverables, i.e. performance outputs:
(a) The Manager should set a time and date for the coaching session;
(b) The Manager should inform the employee of the date of the coaching session at least two weeks in advance; and
(c) The coaching session is a joint discussion between the Manager and the employee and should cover the following:
· A review progress against the KPAs, and associated KPIs in the employee’s performance scorecard;
· Possible challenges the employee may be facing;
· An agreement on plans of action to address these challenges;

· Identify potential training and development needs;

· Development plans to address these developmental needs; and

· Recognition and discussion of good performance.

All discussions held within the coaching session should be documented. These discussions must be recorded.
During the mid-year review, which is also a coaching session the following must also be considered:
· Amendments may be made to the employee’s performance scorecard. These amendments may be affected if:
· Baselines and targets were not finalised at the start of the new performance cycle. These should be finalised and signed off at the mid-year review;

· The achievement or non-achievement of the particular KPI will be out of the employee’s/team’s span of control (e.g. the budget has been pulled from the project); and

· The City has changed its scorecard, and the achievement of the KPI is no longer strategically important.

Any amendments must be reflected on a revised performance scorecard, developed in accordance with the procedure outlined the planning phase above. The employee will be reviewed and rated on the amended scorecard. The employee and Manager must sign the amended scorecard and a copy must be kept by both the Manager and the employee. The amendments made should be documented and kept as a record for the year-end review. 
5.4 Performance Monitoring and Reporting 

Monitoring performance against individual scorecards, the following arrangements shall be applicable in monitoring and reviewing performance against the individual scorecards:
(a) Individual performance monitoring must take place all year round. It is the responsibility of all Managers to regularly monitor and manage individual employee performance on an on-going basis in order to ensure effective service delivery;

(b) All employees shall be collectively responsible for collecting information on implementation of the scorecard and consolidation of this into a quarterly progress report and bi-annual performance reports;

(c) The formal documenting of the performance report will only be done on a bi-annual basis for the purposes of the Mid-Year Review and the Final (Year-End) Review;

(d) All employees shall be required to complete a quarterly report making use of the appropriate monitoring mechanisms available in the City. These reports will feed into the Departmental quarterly reports, mid-year and annual reports; and
(e) All employees shall be required to collect evidence to support the achievement of performance objectives and in line with the contents of their scorecard.
5.5 Scorecard Implementation

(a) All employees shall be held accountable for implementing their individual scorecards for the duration of the performance cycle;
(b) The respective employees shall be responsible for the collection and collation of evidence to support the successful implementation of their individual scorecards; and
(c) It is the responsibility of the employee to timeously alert her/his Manager the Manager of any emerging factors that could preclude the achievement of any performance undertakings, including the contingency measures that she/he proposes to take to ensure the impact of such deviation from the original agreement is minimised.
6 SECTION 6:

Policy Provisions: Performance Review

This is the final stage of the PMP during which the Manager/Supervisor and employee reflect on the performance scorecard, discuss how well the employee did on the job and conclude the evaluation year with the completion of the PMP.
The performance review is a compulsory discussion between Managers/Supervisors and employees and is aimed at reviewing and rating an employee’s performance. Managers are responsible for reviewing and rating performance and for submitting review results.
 The objectives of such reviews are:
· To formally discuss progress against agreed KPAs and measurable objectives;

· To rate an employee’s performance against each measurable objective using the 5-point rating scale;

· To recognise positive achievements; and

· To identify areas of improvement and to develop action plans to address these areas for improvement.
The model below provides an overview of the stages that form part of the review process.

Figure 6: Stages of the review process 
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6.2 Gathering and collating evidence

6.1.1 
In the first stage of the review, employees must collate and present evidence 
against the KPAs and KPIs contained in their scorecards;  
6.1.2
It is particularly important to ensure that evidence is gathered during the course of the year in preparation for the review process, as it will be used to substantiate scores related to achievement of KPAs and KPIs. The ultimate accountability for the submission of evidence file(s) rests with the individual being reviewed; and
6.1.3
Failure to provide evidence related to the achievement of objectives will have a negative impact on determining the employee’s performance outcomes.  
6.3 Preparing for and conducting the review

6.2.1
All employees shall undergo a minimum of two (2) formal performance review sessions during the performance cycle:
(a) The first review shall take place in the middle of the performance year i.e. January of each year. This is referred to as the Mid-Year Review. No formal scoring is conducted at this stage but the Review should be used to address performance gaps and ensure that any steps necessary are actioned before the final review takes place; and
(b) The second review shall take place at the end of the performance year i.e. July of each year. This is referred to as the Final Review;
6.2.2
The Performance Review Processes shall be informed by the scorecard implementation, performance monitoring and reporting and the Coaching Process;
6.2.3
At the final review employees must complete their self-assessments prior to undergoing formal reviews;
6.2.4
In order for the review to be effective, the planning of the review needs to be carried out efficiently and effectively and evidence needs to be gathered by the employee to prove achievement of KPIs; and
6.2.5
Once all the evidence has been gathered and verified, the following steps should be undertaken:

Figure 7: Steps for conducting the performance review
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· Step 1: 2 weeks before the formal review is planned the Manager/Supervisor and employee should agree a date, time and venue. 

· Step 2: After the employee has gathered and submitted evidence, which has been verified by the Manager/Supervisor, the Manager/Supervisor and the employee should assign ‘rough scores’ to each KPI in the employee’s scorecard (the ‘rough scoring’ process is outlined below in the Guidelines for scoring).
Where a deviation against a performance measure has occurred, an employee should submit a written letter to his/her Manager/Supervisor to explain the reasons for non-achievement, and if the Manager/Supervisor agrees with the deviation, the KPI is not rated. A deviation should not be granted to an employee if there is no clear evidence of the employee attempting to achieve the KPA and KPI.
· Step 3: The Manager/Supervisor and employee meet at the formal review discussion to discuss their rough scores and review evidence submitted by the employee. 

The formal review is a consultative process and the employee should be provided with an opportunity to discuss the rating in order to either influence or understand the rating.  
The Manager and employee then agree on a final rating. 

· Step 4: The review provides the employee an opportunity to explain any key considerations, challenges and constraints faced with during the year.  Evidence substantiating such claims should be provided. 
· Step 5: The Manager/Supervisor then aggregates the KPI ratings to calculate an overall performance rating for the employee.

· Step 6: The Manager/Supervisor and employee sign off the score sheet and submit to the Human Resources Department. A hard copy of the review document should be signed and filed.

· Step 7: Should the Manager/Supervisor and employee be unable to reach a consensus over final ratings the Manager/Supervisor's decision will prevail. 

However, if the employee has any disputes over this process, he/she should be given the opportunity to voice these and address them in accordance with the City’s grievance procedure.
6.4 Performance rating/scoring

6.3.1 
The rating of performance shall only occur at the end of the PMP i.e. during the final review or at any time during the PMP;
6.3.2 
An employee will be scored by his/her Manager. The Manager will be required to obtain input from relevant sources before completing the scoring. The employee will also be required to score him/herself prior to the review i.e. the self-assessment. The rationale in this is to ensure that the employee is fully involved in the review process and discussions; 

6.3.3
Therefore, there are two steps that shall be applied in the scoring process. The first step relates to ‘rough scoring’, and the second step relates to the method of calculating final scores for overall performance ratings. These steps are described below.
(a) Rough scoring:
Prior to the formal performance assessment meeting, both the Manager/Supervisor and the employee should decide on a preliminary score against each objective, as set out on the employee’s personal scorecard. The scoring must relate directly to the performance standards and will form the basis from which the Manager/Supervisor and employee can compare the scores that each has allocated. Neither party should see the 'rough scoring' as being cast in stone, or the performance review discussion being merely a case of 'going through the motions';  
(b) Final scoring:
Once both parties have done the rough scoring, the Manager/Supervisor and the employee have to agree to the final score. In the event that there is no consensus, the Manager/Supervisor will finally determine the score, based on the evidence submitted;
6.3.4
The final performance scores and rating shall be derived and calculated from the performance components (KPAs and where applicable CCRs for Senior Managements or GAFs for Middle Management) using the following 5-point rating scale:  
(a) 5 = Performance that is exceptional i.e. performance that far exceeds the standard expected of an employee at this level;
(b) 4 = Performance that is significantly above expectations i.e. performance is significantly higher than the standard expected in the job;
(c) 3 = Performance that is fully effective i.e. Performance fully meets the standards expected in all areas of the job;

(d) 2 = Performance that is not fully effective i.e. Performance is below the standard required for the job in key areas. Performance meets some of the standards expected for the job; and

(e) 1 = Unacceptable performance i.e. Performance does not meet the standard expected for the job. The employee has failed to demonstrate the commitment or ability to bring performance up to the level expected in the job despite management efforts to encourage improvement. 

6.5 Calculating scores using the 5-point rating scale 
To illustrate how scores are calculated, individual ratings have been assigned to each KPI (using the rating scale presented above) in the table below:  
Step 1

	Key Performance Area
	Key Performance Indicator
	Individual Rating

(1-5)
	Final KPA

	1. KPA 1
	1. KPI 1.1
	3
	(3+3+4)/3 = 3.33

	
	2. KPI 1.2
	3
	

	
	3. KPI 1.3
	4
	

	2. KPA 2
	1. KPI 2.1
	3
	(3+2+3+3)/4=2.75

	
	2. KPI 2.2
	2
	

	
	3. KPI 2.3
	3
	

	
	4. KPI 2.4
	3
	

	3. KPA 3
	1. KPI 3.1
	3
	(3+2+4)/3 = 3

	
	2. KPI 3.2
	2
	

	
	3. KPI 3.3
	4
	


The scoring process works as follows:
· Based on the final rating agreed upon in the review session each KPI is given a rating as outlined in the final score.  
· The KPIs rating (for each KPA) are then added together, and then divided by the number of KPIs, to determine an average rating for the KPA, e.g. KPA 1 consists of 3 KPIs. The ratings of 3, 3, and 4 have been added together: KPI 1= 3 + KPI 2=3 +KPI 3=4 and divided by 3 (which is number of KPIs in the KPA)

· 3+3+4=10/3= 3.3  

Therefore the average score for KPA 1 is 3.33.  
· Decimal point should be reflected where necessary. 

Note: The same calculation should be made for all KPIs.  

Step 2
The second part of the scoring is detailed in the table below:
	  KPA
	Performance Rating 

(Rating scale from 1-5)
	Relative KPA Weight out of 100%

	1
	3.33
	20%

	2
	2.75
	30%

	3
	3
	50%


· When all the calculations for each KPI and KPA’s are done, the second calculation, calculates the rating relative to the weighting of each KPA. 

· Each KPA rating is multiplied by the relative KPA weight, and then divided by 100.  

· In the table shown above, KPA 1 has a rating of 3.33 and a weighting of 20% 
· The weighted score is than calculated by using the KPA rating (3.33) and then multiplied by the 20% weighting, and divided by 100 = 0.66 (Do not round off) 
· KPA 1= 3.33 x 20%/100    = 0.66 (Do not round off)
	
     KPA
	Performance Rating 

(Rating scale from 1-5)
	Relative KPA Weight out of 100%
	Weighted Score

(Actual performance rating x relative KPA weight / 100)

	1
	3.3
	20%
	0.66

	2
	2.8
	30%
	0.84

	3
	3
	50%
	1.50

	Total weighted score for KPAs (sum of weighted scores):
	3.0


· This calculation should be done for all the KPA’s as outlined above. 

· The weighted scores are then added together to obtain the final weighted score for KPAs: 

·  KPA 1 + KPA 2 + KPA 3 = sum of weighted scores 

· 0.66+ 0.84+1.5 =3.0   

Therefore 3.0 is the overall performance rating for the KPAs

This total weighted score impacts on the performance bonus. The total weighted score of 3.0 in the above example indicates that performance is at a 3 and is therefore fully effective, as defined in the 5-point rating scale.  
Step 3

The same calculation used for KPAs is used for the calculating the CCRs/GAFs where applicable (Do not round off).
	Core Competency 

Requirements  
	Performance Rating 

(Rating scale from 1-5)
	Relative KPA Weight out of 100%
	Weighted Score

(Actual performance rating x relative KPA weight / 100)

	Financial Management 
	3.5
	50 %
	1.75

	Compliance to Policies 
	3.0
	50 %
	1.50

	Total weighted score for KPAs (sum of weighted scores):
	3.25


Combining the KPA and CCR scores, a total score as shown below is reached, where the KPAs and CCRs are weighted 80% and 20% respectively (Do not round off). 
	Scorecard component 
	Performance Rating 

(Out of 5)
	Relative Weight out of 100%
	Weighted Score

(Actual performance rating x relative KPA weight / 100)

	KPA Score 
	3.0 
	80 %
	2.4

	CCR 
	3.25 
	20 %
	.65

	Total
	6.25 
	100%
	

	Total weighted score for KPAs (sum of weighted scores):
	3.05/5




The table below reiterates the 5-point rating scale applied to score overall performance. According to the rating, performance in the example above is 3.05 and therefore reflects performance that is fully effective. 
	Rating
	Definition

	5
	Exceptional performance: Performance far exceeds the standard expected of an employee at this level. 

	4
	Performance significantly above expectations: Performance is significantly higher than the standard expected in the job. 

	3
	Fully effective: Performance fully meets the standards expected in all areas of the job. 

	2
	Performance not fully effective: Performance is below the standard required for the job in key areas. Performance meets some of the standards expected for the job. 

	1
	Unacceptable performance: Performance does not meet the standard expected for the job. The employee has failed to demonstrate the commitment or ability to bring performance up to the level expected in the job despite management efforts to encourage improvement.


Therefore, based on the calculations shown above, an overall score is determined as a summary of the outcome of the Final (Year-end) Performance Review for KPAs and CCRs/GAFs (where applicable). During the face-to-face meeting between the Manager/Supervisor and the employee they must attempt to reach consensus on the employee's rating taking into consideration the employee's self-assessment and the Manager/Supervisor assessment. If consensus is reached on the rating, this then becomes the mutual or validated assessment rating. 
Where the Manager/Supervisor and employee differ in their scores a discussion should be held to agree on a final score. The Manager/Supervisor's decision, however, is final.
Should there be any further disagreement or dispute, the process for dispute resolution should be applied as outlined in Section 7. 
6.6 Moderation of performance
6.5.1 
Understanding moderation

According to the definition provided by the Department of Public Service Administration (DPSA), moderation of performance is defined as- 
"a review process to ensure consistent and fair treatment across an organisation; it is a form of quality control, and it must ensure the correct application of standards consistently across all structures." 
The Employee Performance Management and Development System Guideline as published by the DPSA also defines moderation as-
"the review of employee assessment scores by a committee to ensure consistency and fairness across ... performance standards required at each level of the rating scale ... ."
The following are some of the key principles that underline the moderation of performance:
· Performance moderation is purposeful – The purpose of moderation is to ensure consistency, fairness and good quality are maintained in application;

· Performance moderation is objective – Moderation takes place against a set of predetermined and agreed criteria; and

· Performance moderation is independent – A certain element of independence has to be maintained in order to ensure that the results of any moderation process are in themselves objective and consistent.
The City's Internal Performance Evaluation Panel, whose role is to primarily fulfil the regulatory requirements for moderating performance, will therefore be responsible for:
· Monitoring the performance assessment process by obtaining an overall sense of whether norms and standards are being applied realistically and consistently;

· Reviewing the overall assessment scores across the Sections/Components/Departments in the City;

· Determining the performance of the entire component and aligning that with summary results based on individual performance;

· Recommending reward levels and remedial action for performance and non-performance, respectively;

· Making recommendations regarding actions to be considered where Managers and Supervisors do not implement the System properly; and

· Providing oversight in terms of the application of the Performance Management System.
The Internal Performance Evaluation Panel should not:
· Be used to change individual ratings or scores of employees;
· Assess each individual case for purposes of evaluating ratings, but should develop an overall view of the results process; and
· Become a bottleneck that slows down the finalisation of performance review results. 
6.5.2
How to conduct the moderation
(a) Executive Directors shall present a report providing an overview of Performance Management within their Department/Section at the end of the Performance Cycle. This report should include the following:
· Discussion on those employees who have performed above level 3 (fully effective); 
· Discussion on those who have performed below level 3 including proposed actions for improvement; and 

(b) The Internal Performance Evaluation Panel may use random sampling per Department/Section/Component to assess equity, fairness and consistency in ratings presented across the City. This will be done with technical support provided by Human Resources Shared Services. 
6.5.3
Finalisation of the moderation process
(a) The outcomes of the moderation process shall be communicated within 7 days of the determination of the outcomes;
(b) Should the Internal Performance Evaluation Panel identify discrepancies and deviations in the application of norms and standards, these should be referred back to the relevant Manager/Supervisor for reconsideration together with reasons for the decision. The Manager/Supervisor must be given a time-frame within which the revised rating should be presented back to the Panel. This should be within the period when the Panel is still in session, to avoid delaying the finalisation of the process; and
(c) The Performance Evaluation Panel shall keep detailed minutes of the decisions taken and these shall be used to prepare the recommendations of the Panel. 
6.5.4
Submission of the recommendations to the delegated authority
(a) Following the process of moderating final performance reviews that has been completed the Performance Evaluation Panel shall make recommendations to the relevant delegated authority with regards to:
· Overview of the City's compliance with the Group Performance Management Policy and other relevant prescripts;

· Analysis of the trends in the PMP i.e. fairness, objectivity, consistency, validity of standards, etc. in the review of employee performance; and

· Recommendations for approval of reviews and remedial actions for non-performance. 
6.7 Managing deviations

Provision is made for the submission and consideration of deviations as part of the PMP.  
(a) Deviations shall only be granted if evidence provided in this regard is accepted and provided the following conditions are met:
· If the employee has duly informed her/his Supervisor/Manager in a timely manner and in writing;

· If the relevant factors or circumstances are such that they are out of the control of either the Supervisor/Manager or employee; 

· If the Supervisor/Manager and employee demonstrate that the relevant factors or circumstances could not be overcome within the relevant performance cycle;
(b) The employee shall sign an amended performance scorecard if this deviation is requested and granted; and
(c) Evidence given in mitigation after the Final Review shall only be accepted if the conditions as per point (a) are met. 

7 SECTION 7:

Policy Provisions: Managing the Outcomes of Performance

7.2 Managing unsatisfactory or poor performance

7.1.1
Should a Manager, as a result of the assessment/ review process, or at any time during the performance cycle, be of the opinion that an employee’s performance is markedly below what is required; the Manager must complete a full and formal assessment.  In this regard the City shall be obliged to provide performance counselling support;
7.1.2
Whilst steps should have been taken to manage poor performance during the coaching sessions and the quarterly reviews, it is at the final review that 

decisive action must be taken regarding continued poor performance; 
7.1.3
However, it is not appropriate that the first time an employee hears about his/her non- or poor performance is at the time of the final review. Employees must be coached and provided feedback throughout the year.  In the case of unacceptable performance, the employer shall:
(a) Provide Systematic remedial or developmental support to assist the employee to improve his or her performance; and
(b) Provide appropriate performance counselling and support, offering reasonable time for improvements in performance. 
If 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 the grounds of poor performance unfitness or incapacity to carry out his/ her duties (operational incapacity). 

The Labour Relations Act requires an employee to be given two written warnings, before termination of employment can be sought due to poor performance.  
7.3 Mitigation for unsatisfactory or poor performance

7.2.1
Evidence given in mitigation of poor or unsatisfactory performance shall only be accepted if the following criteria are met:
(a) If the employee has duly informed the Manager/Supervisor  in a timely manner and in writing;
(b) If the relevant factors or circumstances are such that they are out of the control of either the Manager or employee; and
(c) If the Manager/Supervisor and employee demonstrate that the relevant factors or circumstances could not be overcome within the relevant performance cycle.
7.2.2 Evidence given in mitigation shall also be accepted if proposed solutions to the challenges may result in the City being in conflict with its own policies and procedures or key legislation.

7.4 Dispute resolution

7.3.1
Any disputes about the nature of the performance scorecard, in relation to key responsibilities, priorities, methods of assessment the outcome of the employee’s performance evaluation and salary increments must be mediated 
by a Special Dispute Resolution Committee, within 30 days of receipt of a formal dispute from the employee. 
7.3.2
The decision of the mediators shall be final and binding on both parties.
7.5 Rewarding and recognising outstanding performance
Rewarding means recognizing employees, individually and as members of groups, for their performance and acknowledging their contributions to the organisations objectives. 

A basic principle of effective management is that all behaviour is controlled by its consequences. Those consequences can and should be both formal and informal and both positive and negative. 
7.4.1
Recognising good performance 

Good Managers do not wait for their organisation to solicit nominations for formal awards before recognising good performance. Recognition is an ongoing, natural part of day-to-day experience. A lot of the actions that reward good performance, like saying "thank you,” do not require a specific regulation or Policy. 
7.4.2
Rewarding exceptional performance
At the end of the Performance Cycle in the Final Review the rating scale applied has a bearing on rewarding and recognising exceptional or outstanding performance. A high rating indicates exceptional performance. 
Rewarding and recognising exceptional performance shall be dealt with as set out in the City's Group Reward and Recognition Policy. 

8 SECTION 8:

Policy Provisions: Training and Development

Training and Development
(a) Every employee is required to have Personal Development Plan (PDP) also referred to as an Individual Learning Plan (ILP) that is prepared at the final Performance Review Process and be included in the employee's Annual Performance Scorecard. These Plans should be form a key part of the Skills Development Planning Process. PDPs provide the opportunity for Managers/Supervisors and employees to jointly identify training and development needs in order to improve job performance and to support individual development. 

(b) The PDP, which must be completed annually, records the actions agrees to improve performance and to develop skills and competencies. It must be developed to improve the ability of the employee in their current job but also to enable employees to take on wider responsibilities and extend their capacity to undertake a broader role where appropriate. Where applicable it should also contribute to enhancing the potential of individuals to carry out higher-level jobs. This plan therefore contributes to the achievement of continuous development of employees within the CoJ. Implementation of the PDP must take place within set time-frames. 

(c) Managers are encouraged to use development activities other than training courses when preparing the learning plan. Such development activities may include:
· On the job training: This involves structured training in which the subject matter expert within the Department/unit works with the employee to build that employee's skill level;

· Mentoring: This involves identifying a senior person within the Department or organisation who will act as a teacher/guide, role model, trusted advisor, challenger, encourager and counsellor;

· Self-study/reading: This requires the employee to conduct research in a particular area in order to develop knowledge in that area;

· Part-time study;

· Involvement in a specific project or task team;

· Secondment to another section/Department to deepen understanding of work flow; or

· Temporary delegation of an aspect of the Manager's/Supervisor's work to the employee with the intention/view to develop the capacity of the employee.

(d) The PDP should be used by the Head of the Department in the development of the Departmental Workplace Skills Plan. 

9 SECTION 9:

Policy Provisions: Special Circumstances

9.2 Newly appointed employees

9.1.1
All newly appointed employees shall be managed according to the PMP from the date of assumption of duty; 

9.1.2
All newly appointed employees shall be required to enter into an employment contract and develop and sign a performance scorecard within 30 days of the date of assumption of duty. The performance scorecard shall be in line with the performance planning provisions as contained in this Policy;
9.1.3
All Fixed Term Contract employees must sign a Performance Agreement within 30 days, which Performance Agreement must be reviewed on an annual basis; 
9.1.4
In order to support employees during their probationary period, the Manager/Supervisor shall in collaboration with the employee develop a plan that outlines the level and type of support needed during the probationary period. It should draw from and be aligned to the employee's performance    scorecard; and   

9.1.5
Newly appointed employees must be on a Performance Scorecard for a period of at least four (4) months to qualify for a reward.
9.3 Internal appointments 

9.2.1
Internal appointments refer to instances where employees have been appointed to a new position within the City. In these instances such appointments will be treated as a new appointment;
9.2.2
All internal appointees who have changed jobs during the Performance Cycle shall be required to enter into and sign a new performance scorecard in line 
with the performance planning provisions contained in this Policy;
9.2.3
The performance review of the employee vacating the post has to be completed prior to moving to the new position; 

9.2.4
If the employee changing jobs is a Supervisor Or Manager, individual performance reviews for each employee under his/her supervision must be completed prior to his/her movement; and
9.2.5
Accordingly the performance outcomes shall be determined on the basis of a consolidated performance rating based on performance against all the scorecards entered into.  
9.4 Employees on Prolonged Leave

9.3.1
Prolonged leave refer to the following: 
(a) Sick leave; 

(b) Maternity leave; and 

(c) Study leave (if applicable). 
9.3.2
For employees who were on prolonged leave for three months or longer, the following will be applicable:

(a) An amended performance scorecard should be signed unless the prolonged absence was catered for during the performance planning phase; 
(b) Performance Rewards will be calculated pro-rata (excluding the period of absence); and
(c) All performance reviews should take place accordingly.
9.5 Employees in acting positions

9.4.1
Employees who are acting in a higher position for more than 3 months:
(a) An amended performance scorecard should be signed and may include provisions for acting allowance; and 
(b) All performance reviews should take place accordingly.
9.6 Resignations

An employee who resigns during the Performance Cycle will not qualify for rewards (direct or indirect) if the Performance Cycle was not concluded i.e. resignation before 30 June of that Cycle. 
10 SECTION 10:

Policy Provisions: Roles and Responsibilities

10.2 Manager's/Supervisor's role in the PMP

The table below identifies the role of the Manager/Supervisor in the Performance Management process:

	Manager's/Supervisor’s Role in the PMP:



	 Planning
	· Communicate to the employee the CoJ's strategic objectives and the Department's goals, and how their work contributes to the success of the CoJ.

· Develop with the employee their performance scorecard for the year. In this, assist the employee to set challenging but realistic objectives and performance standards and work with him/her to achieve these. 

· Ensure that the employee knows and understands what is expected of him/her and why. 

· Work with the employee to identify and define knowledge, skills and behaviours needed to achieve the objectives and performance standards that have been set. Explain areas of accountability.

· Let the employee know they are responsible for taking an active role in managing and assessing their performance throughout the year.

· Ensure that the employee's PDP was completed at the Final Performance Review of the previous year and has been included as part of their scorecard for the current year. 


	Coaching
	· Provide frequent informal coaching.  Point out the good work that the employee is doing.  Help the employee whose performance is lagging to bring their work up to par.

· Identify ways that the employee can develop and improve, and work with the employee to create Personal Development Plans.  Ask the employee for suggestions, so that they are encouraged to take an active role.

· Promptly communicate new opportunities and changes that affect the employee’s work.  Identify observable actions that the employee should take so that your suggestions are concrete and can be implemented.

· Make informal notes (perhaps on a calendar) when the employee does a good job, follows through on PDPs or has problems doing so.  These notes will help the Supervisor with the Mid-Year Review and the completion of PMP form.

· Keep track of praise or complaints from customers and/or colleagues/team members regarding an employee’s work.


	Review


	· In preparation for reviews, ensure that there is on-going monitoring of employee performance against the objectives in the employee's performance scorecard. 

· Put together all saved notes or documents about the employee’s performance and assess their performance on objectives, accountabilities and meeting performance standards. 

· Ask the employee for feedback about how they performed during the year.  They may remind the Manager/Supervisor of particular instances of good performance or problems outside their control that limited their ability to do their job well.

· Complete the PMP form, and thereafter discuss ratings and comments with the employee.


10.3 Employee's role in the PMP

The table below identifies the role of the employee in the Performance Management process:

	Employee’s Role in the PMP:



	Planning
	· Meet with your Manager/Supervisor at the beginning of the PMP year.  Discuss and develop your performance scorecard. 

· Suggest challenging but realistic objectives that fit into the CoJ's strategies and the Department's goals for successful operation.  

· Ask the Manager/Supervisor questions until it is clear what is expected from you on all objectives, targets, accountabilities and performance standards.

· Tell your Manager/Supervisor how you view the objectives accountabilities and performance standards so that you can clear up any possible misunderstandings about what is expected.

· Discuss customer’s expectations, the Manager/Supervisor’s priorities, budget and anything else you can think of that relates to getting the job done.


	Coaching
	· Take responsibility for your own continuous performance improvement and development.

· Make plans and follow through to meet the requirements of your objectives, accountabilities and performance standards and targets.
· Periodically throughout the year, ask the Manager/Supervisor for feedback on your performance.  Consider the feedback you receive to be suggestions for improving performance, not personal criticisms.  Try to follow through on suggestions for improvement and development of new skills.

· Talk to the Manager/Supervisor about your progress as well as any obstacles to improvement, so that the Manager/Supervisor can help remove the barriers to good performance.

· Write down when you do well on objectives, accountabilities and performance standards and targets so that you can make sure your Manager/Supervisor knows about your accomplishments.

· Request a brief meeting with your Manager/Supervisor, if needed, to ask for direction or a refresher discussion on objectives, accountabilities, performance standards and targets that were discussed in the Planning meeting at the beginning of the year.


	Review
	· Monitor your performance by asking others to tell you how you are doing and by keeping notes on your progress.

· Prepare for the review discussion by collecting your notes on your performance.

· Participate in the review meeting by showing your manger/Supervisor any notes you have made about your accomplishment and by suggesting things that might help you during the next PMP year.


10.2
System Monitoring and Evaluation

10.2.1
Group Human Capital Management within Group Corporate and Shared Services shall be responsible for the administering and overseeing of the Individual Performance 
Management System and shall undertake periodic audits to determine the efficiency of the System and ensure compliance. 

10.2.2
The Johannesburg Risk and Audit Services (JRAS) shall be responsible for the auditing of the complete Performance Management System and shall undertake periodic audits to determine the effectiveness of the System and ensure compliance with legislation.

11 SECTION 11:

Policy Provisions: General

11.2 Implementation of this Policy
It is the responsibility of every employee and Manager/Supervisor to ensure that this Policy is implemented within their areas of responsibility.
11.3 Compliance to legislation 

This Policy Document, in combination with the relevant legislation provides a Framework and Guide to the City of what can and should be expected from the Manager and employees. This is done to ensure a basis for continuous performance improvement in the city and in Local Government.  
11.4 Non-compliance to this Policy
Non-compliance to this Policy, and provisions contained herein, shall be dealt with through the prescribed disciplinary processes of the City.

In addition, employees may forfeit their performance rewards if they do not comply with the provisions contained in this Policy.
11.5 Amendments to this Policy
This Policy shall be amended as may be necessitated by any amendments to the applicable legislative or regulatory framework.
All amendments to this Policy shall be approved by the relevant Delegated Authority.
11.6 Conclusion and key success factors 

Key elements that are requisite to enable the consistent implementation of the PMS include: 
· Communication;

· On-going training;

· Consistent monitoring to determine if performance has happened;

· Access to information such as data on what is taking place in the Departments and in the MEs; this should be a mechanism that allows for the provision of evidence to support evaluations; and

· A sound internal auditing mechanism that assesses performance reports and also verifies evidence, conduct regular audits of the self-reporting mechanisms, and is involved in supporting Managers on quality assurance of other aspects of the PMS. 

The Performance Management System should have clear and simple mechanisms. The City has experienced how Performance Management can become complicated and cumbersome. It is also possible for people to get caught up in the action of doing Performance Management without understanding the reasons why. This detracts from the principles and intention of Performance Management, which gives rise to instances of ‘malicious compliance’. 

Holistic implementation of the PMS 

The implementation of Performance Management should be carried out holistically. The parts that constitute the PMS include the phases of the PMS cycle; the people who interact with and implement the PMS; and the Systems that are needed for Performance Management. The way in which the parts are understood and applied is critical for the complete efficacy of the System. Should there be a gap or bottleneck in the System, the ripple or knock on effect of that has a negative impact on the System as a whole. 
Consistency in application of the Performance Management Cycle

The Performance Management Cycle should be consistently applied throughout the City, that is, across all Departments, MEs and employees. 
Support

For employees to be effective in their performance it is important that they have access to the capacity, skills, Systems and other forms of support that they need. The City as a Learning Organisation should prioritise the development of its employees. 
Accounting for performance 
Accounting for performance should be the responsibility of all employees. The review process is where employees provide evidence for meeting targets and objectives on their scorecards. It is important that time is provided for this and that the Mid-Year and Final (Year-End) reviews are completed timeously. The Mid-Year Review is particularly relevant in that it allows the Manager and employee to review the scorecard and make amendments to the scorecard, if required, or to identify corrective action for ensuring that targets can be met by the Final Review. The lines of accountability should link the individual, the Manager and the organisation. 
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Annexure A: The Performance Management Cycle
The table below provides an overview of the timing and activities required for each of the four key phases in the Performance Management process:

	Phase
	Timing
	Activities

	Planning
	July each year at the start of the financial year. 
	1. Manager/Supervisor schedules a meeting with the employee to discuss and agree on the performance objectives for the year. 

2. The Manager/Supervisor and the employee are required to prepare for this meeting. 

	Coaching
	Ongoing throughout the year
	1. The Manager/Supervisor should create formal and informal opportunities to provide feedback to the employee on his/her agreed objectives. 
2. Employees should request feedback and support when required.

	Reviewing
	January of each year - Mid-Year Review
June of each year - Final Review
	1. Manager/Supervisor to set up a formal Mid-Year Review in December to assess the relevance of objectives and the employee's performance against these objectives. 
2. Manager/Supervisor to set up the formal Final Review in June. 

	Rewarding
	This shall be dealt with as set out in the Reward and Recognition Policy.
	This shall be dealt with as set out in the Reward and Recognition Policy.


Annexure B: Performance Scorecard Template
Please refer to the enclosed Excel based Scorecard template. 

In development 

Annexure C: Performance Scoresheet Template
Please refer to the enclosed Excel based Scoresheet template. 

In development
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