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FOREWORD FROM THE VICE CHANCELLOR

The University of South Australia, and indeed the higher education sector, is facing
significant change as we approach the next decade.

There will be continuing pressure on funding and increasing competition from other
Australian universities and alternative providers. Technological advances and other
changes in the external environment present further challenges. These will make it
necessary for UniSA to be significantly more effective and efficient, more
entrepreneurial and active in developing its business and more able to operate
competitively in an environment where flexibility, speed, quality and responsiveness
are vital. Leadership at every level of the University and better coordination of
activity will be needed.

Performance management will assist the University to align the work of individual
staff with our strategic directions and achieve our organisational goals. It should also
provide an opportunity to increase staff motivation and job satisfaction.

These Performance Management Guidelines provide practical assistance to support
University wide implementation and | commend them to you.

Professor Denise Bradley, AO
Vice Chancellor
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SECTION 1

INTRODUCTION TO PERFORMANCE MANAGEMENT



SECTION 1.1

WHAT IS PERFORMANCE MANAGEMENT?

The role of a manager is to achieve results through the activities of other people; and
performance management is one of the primary tools by which managers achieve
results. Since most people want their work to be meaningful and enjoy achieving, a
good manager understands that the people in his or her work team are often looking
for the answers to four simple questions:

1 What do you want me to do?

2 How well do you want me to do it?

3 How well am I doing?

4 How will | be recognised for my contribution?

Answers to these questions represent the basic foundation for an effective
performance management process.

Note that the term performance management is not a synonym for performance
appraisal. It is a much broader concept and is not about completing an annual ‘report
card’. It is an ongoing process of defining work goals and standards, monitoring
actual performance against these and ensuring that the best outcome is achieved for
all participants.

A reasonable definition of ‘performance’ in this sense is ‘effort applied to the
achievement of meaningful outcomes’. We can therefore distinguish between
performance and activity. Activity occurs all the time at work; much of it is
productive, but not all. To know whether a particular activity is useful we must put it
in the context of what the organisation needs to achieve through the activities of its
staff. Performance management is a process which helps members of staff to focus
their activities and to translate them into meaningful and successful performance.

Performance management is not necessarily a one-to-one process between a staff
member and his or her supervisor. Teams may be involved in the process of
establishing performance expectations. The important point is that every work area
will need to establish the exact form of performance management which is
appropriate for their area. The University of South Australia's scheme allows for a
high degree of tailoring to suit specific circumstances.
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SECTION 1.2

THE UNIVERSITY’S APPROACH TO PERFORMANCE MANAGEMENT

As outlined in the University's Performance Management Brochure, the University’s
Performance Management Scheme does not specify a strict process to be followed;
but instead establishes broad principles. These are:

A an understanding between managers and their staff of roles, responsibilities, and
performance expectations;

A ashared commitment to, and responsibility for, ongoing and long-term
performance improvement;

A providing staff with the appropriate knowledge, skill, support and resources to
meet performance goals and outcomes as well as their own career aspirations and
opportunities;

A strengthened integration of individual and team objectives with those of
division/school/institute/unit and the University;

A increased job satisfaction along with recognition of the value of individual
contributions to the success of the University;

A maintaining confidential and consistent yet flexible means for the management of
performance;

A identifying obstacles to the achievement of performance goals and implementing
measures to overcome these obstacles promptly; and

A acommitment to effective communication and working relationships.

Individual schools, institutes, units or divisions can use a great deal of flexibility in
the processes which they adopt when attempting to realise these principles.

It is recommended that the Performance Management Scheme be based on the natural
work cycle of the area, whether this is an annual cycle or one organised according to
semester or some other period. The minimum commitment expected from all participants
is an annual formal meeting, complemented by regular informal meetings. It is extremely
important that the process does not evolve into a once a year event, otherwise all
possibility of relevance and value will disappear very quickly.

The cycle commences with a planning process (not necessarily a single meeting)
where issues such as overall job purpose, key result areas, outcomes, performance
indicators and specific objectives are clarified and agreed.

An ongoing performance plan is developed to establish a regular periodical review
process of either a formal or informal nature. This allows the monitoring of the
achievement of the agreed outcomes. In this way, the review at the end of the
performance period becomes a reasonably simple exercise of summarising and
discussing the foregoing period so that a new plan can be agreed for the new
planning cycle. While each area will establish its own processes, it is important that
the planning emphasis is maintained.
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THE UNIVERSITY’S APPROACH TO PERFORMANCE MANAGEMENT

(CONTINUED)

Figure one: The planning model
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SECTION 1.3

THE ROLES AND RESPONSIBILITIES OF ALL UNIVERSITY STAFF IN
THE PERFORMANCE MANAGEMENT PROCESS

Performance management is a participative process in which the staff member and
supervisor share responsibility for the development of a performance and
development plan. There are a number of benefits for employees from this process,
including clarification of the expectations of the University, personal development
and greater recognition of achievement.

Every staff member should

A actively participate in discussions regarding performance goals and outcomes
relevant to the objectives of their work area and the University;

A adopt a cooperative approach to the review of performance against agreed
outcomes and undertaking a continuing self review of such goals and outcomes;

explore and implement strategies for continuous improvement; and
explore and access personal growth and development opportunities.

All full time and part time staff members who are on continuing or fixed term
appointments exceeding 12 months (including those on probation) will be involved in
the performance management process. Other staff, such as those occupying a
temporary position of less than 12 months duration or a casual position, are
encouraged to participate in this process if both they and their supervisor consider it
appropriate.

Responsibility for the success of performance management rests with all participants
in the process, although certain individuals, such as those in people management
roles, have an additional responsibility in supporting those they supervise.

Additionally, it should not be forgotten that every staff member has an employment
contract and an obligation to meet its requirements. Participation in performance
management falls within the ambit of these requirements and therefore staff members
are expected to participate actively in the process.
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SECTION 1.4

SPECIFIC ROLES IN THE PERFORMANCE MANAGEMENT PROCESS:
MANAGERS & SUPERVISORS

1.4.1 MANAGERS AND SUPERVISORS

Managers and supervisors are accountable not only for the management and
development of their staff but also for ensuring that they themselves are appropriately
trained and skilled to manage the performance of staff within their area of
responsibility.

Managers and supervisors have an ongoing responsibility to:

A establish consistent implementation and maintenance of performance
management within the principles of the University's scheme;

A ensure that the performance management process is consistent with the
University’s equal opportunity and affirmative action policies;

demonstrate good management practices and behaviour at all times;

A provide encouragement to all staff members, both as individuals and as team
members, to achieve the University’s objectives and their own potential;

A use a cooperative and consultative approach in dealing with performance issues
as they arise;

A take appropriate, positive and timely action where performance does not meet the
agreed outcomes and standards; and

A maintain confidentiality at all times with performance management information.

1.4.2 HEADS OF ORGANISATIONAL AREAS AND COST CENTRE MANAGERS

An organisational area refers to a school, divisional office, institute or unit rather
than to a single work or project team. Heads of such organisational areas or cost
centres are responsible for communicating their area's goals, priorities and
performance indicators to individual supervisors within the area.

They are also responsible for ensuring that opportunities exist for staff and their work
units to meet or where possible exceed performance indicators and for making
resources available to support identified development needs. They also have
responsibility for facilitating the early resolution of any dispute or conflict arising
from the performance management process.

6 PERFORMANCE MANAGEMENT GUIDELINES
SECTION 1: INTRODUCTION TO PERFORMANCE MANAGEMENT



SECTION 1.5

SPECIFIC ROLES IN THE PERFORMANCE MANAGEMENT PROCESS:
THE HUMAN RESOURCES UNIT

Implementation of performance management throughout the University is the
responsibility of each organisational area. The Human Resources Unit is responsible
for the provision of information and support to ensure the effectiveness of the
performance management process. The Unit will monitor the overall effectiveness of
the performance management scheme and facilitate enhancements to the process as
required. Human Resources is also responsible for consultation with unions on the
performance management policy and guidelines.

The unit will provide support to individuals, including staff and supervisors, in any
way which will enhance the effectiveness of the scheme.
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SECTION 1.6

PERFORMANCE MANAGEMENT: LINKS TO OTHER PROCESSES

Performance management is one aspect of sound management practice. It is linked to
a number of other management processes and assists in providing a strong basis for
improved communication and decision making. Outlined below is a brief summary of
how the processes connect.

1.6.1 STRATEGIC AND CORPORATE PLANNING

Performance management is an important element of the University’s planning cycle.
This cycle commences with the development of the University’s Corporate Plan.
During the process, members of Senior Management Group update thematic plans in
areas such as teaching, learning and research and these, along with corporate
priorities identified in annual reviews of divisions and portfolios conducted earlier in
the year, form the basis for the Corporate Plan.

Following finalisation of the plan, management and staff in each organisational area
develop the division/school/institute or unit plans for the next year and the medium
term. These plans provide the basis for performance management, with each staff
member working with his or her supervisor to develop their individual performance
and development action plans for the following period.

1.6.2 INDUCTION

To assist supervisors with induction, the Human Resources Unit has produced a
pamphlet entitled Introducing a new person to a job at the University of South
Australia: A guide for supervisors. This is available from personnel officers or
contacts. Staff members will be introduced to performance management concepts
during their induction.

1.6.3 PROFESSIONL AND GENERAL STAFF PROBATION

New staff are required to serve a period of probation before a continuing appointment
will be confirmed. During the period of probation, performance management will
involve the meeting of the staff member and their immediate supervisor to establish
and review performance. An initial meeting should take place within the first month
of employment. A review will be conducted midway through the probation period
with a final review conducted approximately one month before the completion of
probation. The supervisor will make a recommendation to the head of the
organisational area to propose either that the appointment be confirmed or
terminated, or that the probation period be extended with regular reviews.

When an appointment has been confirmed, outcomes in the continuing role will be
clarified and the performance management process commenced on a regular cycle.
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PERFORMANCE MANAGEMENT: LINKS TO OTHER PROCESSES

(CONTINUED)

1.6.4 ACADEMIC STAFF PROBATION

New staff are required to serve a period of probation before a continuing appointment
will be confirmed. During the period of probation a process of performance
management will be undertaken. An initial meeting will take place between the staff
member and the Head of School within the first month of employment at the
University. An action plan will be developed and renewed on an ongoing basis by
mutual agreement. A final review meeting will be conducted prior to the end of the
probationary period. At this time the Head of School, in consultation with appropriate
staff (for example, the relevant course coordinator) and students, will make a
recommendation to Divisional Executive as to whether the appointment should be
confirmed or terminated or that the probationary period should be extended with
regular reviews.

Again, where an appointment has been confirmed, the performance management
process will continue with agreed outcomes being confirmed.

1.6.5 POSITION DOCUMENTATION

There are three levels of position documentation which may affect the performance
management process:

Position classification standards. Position classification standards provide the
broadest generic indication of duties and skill levels applicable to each position
across the University. These are established University-wide with variations to these
standards being possible only through formal industrial processes. Position
classification standards for academic, professional and general staff, are located in
the applicable industrial instruments.

Position descriptions. Position descriptions (professional and general staff) provide
more specific information for individual positions by detailing specific roles,
responsibilities and skill requirements. Modifications to such documents should be
made in consultation with personnel officers. Changes may impact on classification
level of the position. Reclassification requests will be handled independently of the
performance management process.

Role statements. Role statements (academic staff) provide more specific information
for individual positions by detailing specific roles, responsibilities and skill
requirements.

Individual outcome statements and performance plans. Individual outcome
statements and performance plans are developed as part of the performance
management process. The development of such statements and plans is covered in
greater detail in Sections 2 and 3 of these guidelines.
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PERFORMANCE MANAGEMENT: LINKS TO OTHER PROCESSES

(CONTINUED)

1.6.6 PROFESSIONAL EXPERIENCE PROGRAM FOR ACADEMIC AND
PROFESSIONAL DEVELOPMENT LEAVE FOR PROFESSIONAL AND
GENERAL STAFF

The academic, professional and general staff have access to professional
development programs. Details of these programs can be obtained from personnel
officers/contacts.

1.6.7 STAFFDEVELOPMENT PROCESSES

Many organisational areas have their own staff development committees. These
committees identify staff development priorities across the area and will take
responsibility for any group staff development requirements identified through
performance management discussions. Their role in partnership with the Human
Resources Unit is to ensure that staff development activities are consistent with cost
centre and University priorities as well as the needs of individual staff members.

These committees network across the University on a regular basis and are
responsible for producing the staff development plans required annually from each
cost centre.

1.6.8 DISCIPLINARY PROCEDURES (NOT PART OF THE PERFORMANCE MANAGEMENT PROCESS)

Performance management is a process whereby all staff have the opportunity to
discuss their role, clarify their expectations and develop their potential. It is likely
that most performance issues will be resolved by discussion and by the establishment
of agreed improvement plans.

Where, despite all procedures indicated in these guidelines having been applied and
support being provided, a staff member has still failed to achieve a satisfactory level
of performance against agreed performance indicators, disciplinary procedures may
commence as a last resort. These are separate to the performance management
process. The head of the organisational area will be involved in the decision to
commence such disciplinary procedures, which will be conducted in accordance with
the applicable industrial instrument. The aim of the disciplinary procedures specified
in the applicable industrial instrument is to ensure that disciplinary matters are
handled in a fair and consistent manner.

Disciplinary procedures are also applied where it is alleged that an employee is guilty
of misconduct. Such matters should not handled as performance management issues.
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SECTION 1.7

IMPLEMENTING PERFORMANCE MANAGEMENT

The University piloted performance management in late 1998 and early 1999:. The
pilot was useful in enabling the tailoring of performance management to the
University context. These guidelines are based on the lessons learned from the pilot.

Resources and trained facilitators are available through the Human Resources Unit
to assist line managers in their implementation. The recommended approach for
implementation is as follows:

1 INITIAL DISCUSSION

As a first step line managers might meet with a facilitator to discuss the particular
nature of the work area and the range of staff within it to consider the best approach
for implementation of performance management.

2 STAFF CONSULTATION AND INFORMATION

At an early stage, all staff of the area should be consulted about the process. An
information session should be conducted to explain the nature of the University
performance management approach, answer questions and discuss implementation
issues. The facilitator may play a role in facilitating or acting as a resource provider
at this stage. However, the principal role is to be played by line managers.

3 DESIGN

After consultation, line managers may work with the facilitator to design the
particular process to be followed in your area. You will find this Kit, with its
examples and suggested pro formas, useful in this regard.

4 TRAINING

Everyone involved in the process should undertake the introductory training
(Section 3) which provides a more comprehensive overview of performance
management and an introduction to the concepts of outcomes, outcome indicators
and objectives.

Experience has shown that learning the specific and quite complex skills involved in
developing outcome statements and setting objectives is better achieved by actual
workplace experience than by classroom learning alone. The consultant would
therefore be available to assist in developing these skills for key managers who will
then be expected to provide coaching in these skills to their staff. The consultant can
help at any stage of this process.

Training in the specific inter-personal skills required in managing performance will
also be provided. All staff, including those with people management responsibilities,
should undertake this training which will assist in making the process more effective.
In particular the skills involved in giving and receiving feedback are crucial for
success.
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IMPLEMENTING PERFORMANCE MANAGEMENT (CONTINUED)

5 OUTCOME STATEMENTS

It should be emphasised that the majority of the work involved in developing
outcome statements will occur only at the commencement of the process or where
new roles are created or current roles substantially transformed. This is not work
which re-occurs every year.

The task is to develop a simple one to two page document for each individual staff
member which describes the outcomes or results expected of them and agreed
between them and their immediate supervisor. Templates are available on the Human
resources website to use or to guide the staff member and their line manager.

The indicators of successful performance are also agreed at this stage to answer the
question: How will my/our performance be measured?

In the initial stages, the consultant will guide you through the process, which is
described in more detail in Section 2.3 of these guidelines.

6 SETTING OBJECTIVES

The outcome statement describes the role in terms of the outcomes which need to be
delivered as part of the role. These are generally consistent over time and do not
change for most roles from year to year. However, there will be specific objectives
which relate to the particular performance period and which need to be discussed and
agreed at the commencement of that period. This process is described in more detail
in Section 3.4 of these guidelines

7 ONGOING PROCESS

Once the objectives for the first period are set, an ongoing process of monitoring and
feedback needs to be agreed and set in place and this is described in Section 4 of
this kit.
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SECTION 2.1

CONSULTATIVE APPROACHES

Performance management will not be successful if individuals feel that goals are
being set for them or imposed upon them. It should be a process where the individual
staff member and the supervisor together determine what needs to be achieved and
the nature and level of the contribution required from the individual.

It is generally true that individuals tend to set higher rather than lower targets for
themselves than they would accept if they were not consulted. Unrealistically high
goals, especially when imposed by others, are extremely demotivating in their
impact, and it is important that the discussion focuses on what can be realistically
achieved.

If the goals suggested by the individual/team, however, seem to be below those
which the supervisor would expect and require, a discussion may centre around:

A whether the expectations are realistic;
A whether the individual lacks confidence and needs positive encouragement; or
A whether additional resources may be required to assist the individual.

Consideration of such issues is very important, for if an individual does not agree
with the level of performance required and accepts it under duress, his or her
achievement is likely to be compromised. Under these circumstances, dissatisfaction,
poor performance and feelings of stress are likely results. Performance management
needs therefore to be a cooperative and consultative process.

PERFORMANCE MANAGEMENT GUIDELINES
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SECTION 2.2

REDEFINING STAFF ROLES IN TERMS OF OUTCOMES

Existing position descriptions are primarily used for purposes of recruitment and
classification. They document staff roles in terms of what the incumbent does rather
than what results they achieve. In other words position descriptions list activities and
not outcomes.

Because position descriptions are written in this form, they limit flexibility and, in a
dynamic workplace, are out of date almost as soon as they are written. They are also
frequently long and detailed documents which attempt to list every aspect of the
position.

For purposes of performance management we require a different way of looking at
roles. We need to distil from the job role the key outcomes and define in simple terms
how we will recognise when they have been achieved (performance indicators). This
analysis of job roles provides a basis for the development of performance plans.

18
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SECTION 2.3

PREPARATION OF OUTCOME STATEMENTS

An outcome statement provides a list of the outcomes and performance indicators
relating to the particular role.

2.3.1 SUMMARY OF ROLE

Just as an organisation needs a mission, so too each staff member needs a clear
understanding of the purpose of his or her job role. A summary of the role helps to
focus the individual on the core aims and activities of his or her job. If developing
such a summary proves difficult, this could be an indication that drafting outcomes
which relate to the overall purpose of the work unit, and the aims of the individual
roles themselves, may also prove difficult.

2.3.2 KEY RESULT AREAS

It is much easier for an individual to understand what is expected of them if similar
parts of their role are grouped together in a logical way rather than being part of a
long unconsolidated list of items.

Key result areas, therefore, define broad headings under which more specific
outcomes can be defined. They establish the areas in which achievements must be
made if the organisation or unit is to fulfil its mission. They also help to isolate and
categorise the kinds of results needed. There are some basic principles involved when
identifying key result areas.

A They represent the four to eight major areas in which performance is essential.

A They may include both financial and non-financial areas.

A There should be a clear relevance and linkage to the Divisional and corporate
strategic plan.

A They will only cover the critical areas where effort must be focused.

They will be expressed in one or two words and will probably not be measurable;
but will contain elements which can be measured
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PREPARATION OF OUTCOME STATEMENTS (conTinuep)

2.3.3 POSITION OUTCOMES

The individual’s performance should be assessed on the basis of the outcomes
delivered. It makes significantly more sense, therefore, to document the required
outcomes. Certain activities, of course, will be necessary in order to achieve these
outcomes, and these can be noted briefly. However, the selection and execution of
the tasks which need to be performed should be largely the responsibility of the
individual concerned. Such matters are much more usefully contained in work
instructions or procedure manuals.

Outcomes should be measurable to some degree. While not everything is easily
quantified, it is pointless to agree an outcome which cannot be defined and leads to a
situation where no-one really knows if it has been achieved. Where possible,
performance indicators should be identified and agreed.

2.3.4 TEAM OUTCOMES

There will be occasions when more than one individual performs similar tasks or
shares responsibility for one particular outcome through team work or job-sharing. In
such circumstances, the team can work together to establish the nature of the
outcomes required, and thereby each individual's responsibility within the team. Each
person's outcome statement should reflect the particular contribution they make,
although certain outcomes may appear on the statements for several team members.

2.3.5 PERFORMANCE INDICATORS

Performance indicators are the measurable factors which enable us to establish
agreement on how success in the achievement of an outcome will be defined.

Sometimes performance indicators are very obvious. For example, if the outcome is
to publish, then one obvious performance indicator is the successful publication of a
paper in a recognised journal.

In other situations the outcome may be broadly understood but how to measure
success is not so clear. An example may be an outcome to maintain team morale.
While there are plenty of indicators for such an outcome, they are more qualitative,
not quite so easy to pin down and will take more effort. We may need several
performance indicators to cover various aspects of more complex outcomes.

20
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PREPARATION OF OUTCOME STATEMENTS (conTinuep)

Performance indicators:

A are specifically quantifiable* and may be

— numbers, eg. number of publications
— ratios or percentages, eg. student feedback etc
— significant events, eg. presentation of a paper

* Where quantifiable indicators cannot be found, then a clear descriptive
qualitative indicator will be require.

A identify what to measure, not how much or in what direction
This may not be immediately clear but it is important to see the performance
indicator in its proper context. It defines what we measure. We still need to
establish the *how much’ in relation to the specific performance period.

A ideally represent factors which can be “tracked’
This is not always possible but an ideal performance indicator is one we can use
to measure ongoing progress rather than simply successful or unsuccessful
outcomes at the end of a performance period.

2.3.6 EXAMPLES OF OUTCOMES AND PERFORMANCE INDICATORS
These examples are provided to clarify your understanding of the terms:

Example 1
Key result area: Laboratory management
Outcome: laboratories and associated equipment maintained in safe,
clean and working condition
Performance indicators: minimal downtime due to faulty equipment;
no accidents involving personal injury or significant loss
Example 2
Key result area: Learning materials
Outcome: learning materials developed for students

Performance indicators: materials provided to standard requested, on time;
students report on usefulness of materials in their studies
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SECTION 2.4

CRITICAL SKILLS AND CORE QUALITIES

These examples of critical skills and core qualities are not meant to be definitive or
exhaustive, but rather are designed to prompt you when you are trying to work out
what the critical skills will be in a particular job for the review period. It is not
expected that staff will need these skills for every job and the level of skill will vary
depending on the level of the job.

Below are examples of the types of skills staff may require in order to achieve the
outcomes specified in outcome statements.

2.4.1 PROFESSIONAL/TECHNICAL SKILLS

A remains abreast of developments in higher education and/or area of responsibility
A specific technical skills eg. keyboard operation, repairing equipment, engineering
A applies professional/technical expertise effectively in current position

2.4.2 ANALYTICAL SKILLS (eg. problem solving)

A identifies problems and determines alternative solutions
assesses situations

gathers appropriate data

evaluates options

chooses appropriate outcome

2.4.3 PLANNING SKILLS

A establishes priorities, sets goals and allocates tasks effectively

A allocates resources effectively

A monitors progress of work against plans, evaluates results and makes adjustments

2.4.4 TEAMWORK SKILLS

A contributes and shares information
A cooperates and supports work group
A resolves conflict

A abides by team decisions

245 SKILLSIN LIAISON

A forms, maintains and uses contacts outside the work group and the University
A represents the work group effectively

2.4.6 NEGOTIATION/CONFLICT RESOLUTION SKILLS

A presents case, persuades others, gains agreement or abides by other decisions
A identifies mutually acceptable solutions where interests may vary

A resolves conflict effectively
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CRITICAL SKILLS AND CORE QUALITIES

2.4.7 LEADERSHIP SKILLS

A

> >

motivates staff

creates a shared understanding of goals and directions

uses appropriate styles and methods to guide staff

negotiates work objectives with staff and sets clear expectations of performance

uses open, two-way communication and involves others in decisions that affect
them at work

leads people through change

recognises the contributions of staff and fosters innovation, creativity and
excellence

develops and maintains team harmony and resolves conflict

2.4.8 SKILLS IN DELEGATING

A
A
A

delegates work and responsibility effectively
uses authority responsibly
establishes appropriate monitoring mechanisms

2.4.9 SKILLS INDEVELOPING STAFF

A

A
A
A

identifies and provides opportunities for staff to develop skills and potential
gives regular feedback and communicates effectively with staff

sets clear performance indicators

coaches, guides, reviews, supports and counsels staff
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SECTION 2.5

DOCUMENTATION TO ASSIST PERFORMANCE MANAGEMENT

An OUTCOME STATEMENT should be prepared for each role when the role is
established; and then reviewed for completeness and accuracy, at the very least, at the
commencement of each subsequent planning period.

It should be kept simple and accessible, and a possible format is included in Section 9
of this kit (samples and pro-formas).

This document can be altered or updated at any time, but it is important to ensure that
when changes are made, the date of the current edition is recorded so that both the
staff member and the manager have a copy of the most up-to-date version.

The PERFORMANCE AND DEVELOPMENT ACTION PLAN may Vvary in format with the
needs of the area concerned. The essential features are that it should document the
levels of performance and specific objectives agreed, together with an indication of
timelines and review dates. Any activities documented must also specify the person
responsible for the action. In many cases this will be the individual staff member but
may also be the manager or another party.

At the time of REVIEW at the end of the agreed performance cycle, when progress
against the various performance criteria and objectives is considered, there will be a
need for some documentation of the discussion.

A possible format is included in Section 9. This review record is a document which
remains with the two participants. There is no central file of performance
management documentation, although each area needs to consider the security of all
documentation used in this process.

Provision for participants to sign is optional, but recommended. While this
documentation will not be used for disciplinary purposes, it is a record which the
individual may wish to use on a future occasion as evidence of a given level of
performance. It should therefore be treated as an important document in this context.
Its main value, however is as a means of identifying the areas which need to be
carried forward and captured in the next performance plan.

CONFIDENTIALITY must be maintained. Usually only the individual and the
supervisor will have access to documentation resulting from the performance
management process. However documentation may be made available to subsequent
supervisors and decision makers for matters including incremental progression,
disciplinary action for unacceptable performance, and probation management.
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SECTION 3.1

PRINCIPLES OF PERFORMANCE PLANNING

The University of South Australia’s Performance Management Scheme, as with all
effective performance management processes, is based on a planning model. The
great weakness of traditional ‘appraisal’ systems is that they focus primarily on the
end of the process (assessment and appraisal) without properly establishing effective
processes to define performance or to plan the achievement of outcomes in an
organised and effective way.

Performance management is primarily concerned with clarifying and achieving
outcomes and goals, establishing expectations through mutual discussion and
agreement and establishing a process for review. In establishing any plan, there must
necessarily be a review process; but it should be emphasised that the review is
contingent upon the plan and is not an end in itself.

When the process is understood in this way it becomes clear why it is nonsensical
only to have a review at the end of the agreed planning period. A good plan needs to
be reviewed at agreed periodical intervals so that it can be redirected if it strays off
target.

To have an annual review with no intervening points at which performance is
discussed and redirected is like firing a cannon where, once the ball is fired, it is out
of control and hitting the target, if the target is a moving one, requires a strong
element of luck.

We live in an age where most targets are moving targets; and we must design
performance management as though each objective were a guided missile where the
path of the missile can be checked at periodic intervals and the missile redirected
towards any new position of the target.

The most effective processes are those where there is an automatic process of
adjustment. To achieve this in a performance management situation, the individual
has to have access to clear measures that indicate when they are no longer on target
so that they can make decisions to adjust their performance without any requirement
for a manager to be involved.
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PRINCIPLES OF PERFORMANCE PLANNING (conTinuep)

Three levels of planning and operation

There are essentially three levels at which any organisation needs to operate.

Lever 1 THE STRATEGIC LEVEL

The strategic level involves concept and direction. At the strategic level, planning
involves vision, values, the development of mission statements and strategic plans.
Strategic planners must think strategically, be creative, grasp the ‘big picture’ and be
open to possibility and opportunity.

LEVEL 2 THE OPERATIONAL LEVEL

The operational level involves implementation and the measurement of results. At the
operational level, job purpose is outlined, defined and measured by objectives,
proposed outcomes and performance indicators. Consultation and communication
with team members are of paramount importance.

There is a need to think analytically. Realistic objectives must be defined; outcomes
must be quantified. The strategic plan must be converted into operational reality;.

LEVEL 3 THE PERFORMANCE LEVEL

The performance level is the level where the strategic plan and the operational plan
are supported by detail. It is at this level in an organisation that performance
feedback is offered, where there are controls and corrective action in place, along
with reward systems.

At this level managers must demonstrate the ability to monitor and control, to give
effective, positive and corrective feedback, to provide counselling and to create a
positive motivational climate. (See Section 4: Monitoring performance.)
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SECTION 3.2

DiVISION/ SCHOOL/ INSTITUTE OR UNIT PLANNING

The University of South Australia’s planning cycle commences with the finalisation
of the Corporate Plan. Flowing from this plan, management and staff in each area
develop their division/school/institute or unit plans. In some cases, teams may take
this process down to a team level.

This planning should ideally be completed prior to performance management
planning, so that each individual can then work with his or her supervisor to develop
performance and development action plans for the ensuing period which are linked to
the achievement of their area’s goals.
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SECTION 3.3

INDIVIDUAL PERFORMANCE PLANNING

Individual performance planning is a process which should occur at or before the
commencement of each planning period. In most cases this means at the beginning of
the year, or at the start of each semester. Planning is a consultative process and
should be undertaken face-to-face, but only after some preparation by each person
involved.

3.3.1 PREPARATION

Preparation is essential to the effectiveness of the planning process. Both the staff
member and the supervisor need to give consideration to what needs to be achieved
during the planning period and come together with a clear picture of what they require.

The supervisor needs to consider

A the division/school/institute or unit plan for the area: What will the staff member
need to achieve in order for the outcomes of the area to be achieved?

A the agreed outcome statement: Are these outcomes sufficient for the area
outcomes to be met, or will they need to be changed or supplemented? What
levels of performance for each outcome will need to be established to meet
targets? Are there any specific projects which will need to be undertaken during
this period?

A the skills and experience of the individual: Do they have the capacity to achieve
what needs to be done or will they need training, coaching or assistance of some
kind?

A resources: Are the resources available to allow them to perform at the level
required? If not, how will these be attained?
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INDIVIDUAL PERFORMANCE PLANNING (conTinuep)

The staff member needs to consider

the division/school/institute or unit plan for their area: Do they understand it?
What contribution do they feel they can make to its achievement ?

the agreed outcome statement: Does it still reflect the reality of the role being
undertaken? What levels of performance for each outcome will be necessary and
acceptable? Are there any projects or special assignments which they would like
to undertake? How will these relate to the overall plan?

skills and experience: Are they confident about their current level of skills to
achieve the agreed outcomes and any projects foreseen? Are there other skills
which may be needed?

obstacles to performance: What might get in their way in achieving outcomes?
Are there any concerns about their own situation or about the team which need
to be raised?

3.3.2 SETTING OBJECTIVES

The ability to set and agree on specific objectives for the planning period is the core
of the performance management process.

Once the role has been defined in terms of the key result areas, outcomes and
performance indicators, specific objectives can be established for the period. These
will include both:

A

the specific performance targets (setting actual performance levels for the
performance indicators), and

other outcomes which need to be achieved in that specific period (such as
specific projects).
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INDIVIDUAL PERFORMANCE PLANNING (conTinuep)

Example

Key result area: Research

Outcome: Establish a successful research program into Syndrome X
Performance indicator:  Successful publication in refereed journals

Specific objective 1999:  Publish articles in two specified journals by

November

Note that once key result areas, outcomes and performance indicators are defined,
they will not generally change a great deal from one cycle to the next. This greatly
reduces the workload of the process. In the absence of changes to the overall role, it
may be only the specific objectives for the cycle under discussion which will need to
be established.

An objective is a statement of measurable results to be accomplished within a set
time period. If no time period is set, it is generally assumed to be the conclusion of
the current planning cycle (normally 12 months).

A well known acronym — SMART - is useful to consider and expand upon when
considering how to write objectives.

Specific
Measurable
Achievable
Relevant
Time-bounded
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INDIVIDUAL PERFORMANCE PLANNING (conTinuep)

pecific
Effective objectives are clear and specific. That is they specify a single, measurable result to be achieved,
identifying what and when, but avoiding why and how. They concentrate on the result to be achieved.
Using verbs which describe the outcome in active terms helps to clarify what is needed. Effective words
are: develop, implement, introduce, publish, present, increase.

easurable

Obijectives should incorporate information on how the outcome will be measured. If it cannot be
determined whether an objective has been achieved, then it is pointless to set one. Measures may be
qualitative (quality of work, satisfaction) or quantitative (numbers achieved, costs incurred, revenue
achieved). A useful checklist is the simple rule of thumb that there are only four ways to measure
anything: by calculating quality, quantity, cost (or revenue) or time.

Even qualitative measures can be made specific with some effort and thought. Examples include peer
review processes, surveys and other similar methods. Indeed marking assignments or examinations is
a perfect example of quantifying a qualitative measurement.

chievable

Part of the process of setting objectives is to ensure that objectives are not set which cannot be
achieved. It is essential to consider the abilities of the person, and the availability of resources
(financial, physical and human) to make it happen.

From a motivational point of view it is better to have four or five clear objectives which can be
completed to a high standard than lists of outcomes, most of which cannot be accomplished. Such a
result makes the staff member doubtful of their abilities or, worse, establishes a culture where it is
acceptable not to achieve the objectives set. A challenging but feasible objective brings out the best in
people, particularly where they nominate it themselves. An impossible or imposed objective creates
fear and resistance.

A useful outcome of the discussion of achievability is that it may highlight training, development or
resourcing needs which can be addressed and captured as part of the ongoing action plan.

elevant

Obijectives can arise from a number of sources. They may evolve from organisational, individual,
current or future needs or from a need to address specific problems or complete previously unfinished
tasks. Whatever their source, all objectives need to be challenged to ensure that they are consistent
with and contribute to organisational and local goals. This ensures that the planning process does not
get “off track’ at an individual level.

ime bounded
An objective without a time constraint is not an objective, but a pious intention! An individual might
set an objective to reorganise their work space, but if no target date is set, their space will almost
certainly still be disorganised many months later!

Where a number of objectives are established, target dates and timeframes should be staggered and
realistically spread through the period. It is more common to underestimate rather than overestimate
the time it takes to complete a task, and this needs to be considered.

Progress is reviewed throughout the period and timeframes modified where necessary. Where the
timeframe is an extended one, intermediate follow up dates can be programmed. Where the
timeframes are extremely long, a useful tip is to establish ‘milestones’ along the way so that these can
be specifically targeted. This not only ensures the objective remains on track, it also greatly aids the
motivation of the staff member, because their progress is recognised.
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INDIVIDUAL PERFORMANCE PLANNING (conTinuep)

3.3.3 ESTABLISHING RESOURCE AND DEVELOPMENT NEEDS

During the objective setting process, issues relating to resources will emerge. A good
objective will be one which assists in the achievement of strategic and divisional
goals and which also provides satisfaction and personal development for the
individual. Where the intended objective is beyond the current skill level or capacity
of the staff member, open discussions need to take place as to whether training or
support will fill the gap, or whether the objective needs to be altered in some way.
Where the former option is seen as feasible it is essential that the development issues
are documented and incorporated into the plan.

It cannot be sufficiently stressed that responsibility for this rests jointly with the
individual staff member and their supervisor. Where the training can be provided ‘on
the job’ or within the local area, then this needs to be planned and implemented.
Where more extensive or formal training is required, this should be referred to the
relevant staff development committee.

Where the question is one of resources rather than skills, plans needs to be made to
find such resources. If this cannot be done, the objective (and possibly the
division/school/institute or unit plan) needs to be adjusted accordingly.
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