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Using this guide

While there is no one-size-fits-all approach to
managing people and their work performance,
there is a range of core management practices
that can help you maximise individual and
team performance. This guide aims to help you
do this.

Part 1 introduces you to the NSW Public Sector
Performance Development Framework, its six
components and essential elements, which
the Public Service Commission (PSC) has
established as mandated practices for everyone
in the sector.

Part 2 describes how the six components of
the Framework are applied, each representing
a suite of good performance management
practices and processes focused on aligning
individual and team effort with business
outcomes. These practices are currently not
mandatory.

Each component is structured around ‘what
is involved’ and ‘when’ it should be applied,
followed by links to the ‘how’ in Part 3.

Part 3 lists a range of practical tips and tools
you can use to manage employee performance.

Part 4 aims to bust some of the myths and
perceived barriers to managing performance.

This is not intended to be a comprehensive
guide for managing employees and teams, or
a substitute for agency policies or specialist
advice from HR teams.

NSW Public Service Commission

Level 14, Bligh House

4-6 Bligh Street

Sydney NSW 2000

Australia

Telephone: +61 2 9272 6000

Email: Performance@psc.nsw.gov.au
WWW.PSC.NSW.gov.au
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As a manager, your role involves
managing the most fundamental resource
within the NSW public sector: our people.

Performance development is not about once-
yearly reviews, following a rigid process, or
focusing only on unsatisfactory performance;
the large majority of public sector employees
want to and do perform well.

We know that we all work best when we:

® have clear goals and understand what is
expected of us

® receive fair and regular feedback about how
we are performing

® have the capabilities to do our job

® are recognised for a job well done

® receive feedback about how we can improve.

You have a critical role in making sure this
happens for your team.

But it is not a one-way process—feedback
should go both ways. Regardless of role or
level, every employee is responsible for
managing their own performance and career
development, but you need to support
everyone you manage to perform to the best
of their ability.

. Foreword

The new NSW Public Sector Performance
Development Framework provides a practical
guide with six core components, each of which
are mandatory. There is no one-size fits all
approach to managing people; this guide is a
reference to help you apply good management
practices for each of these six components.

While annual reviews are certainly not the be
all and end all of performance development,

we know from our recent People Matter Survey
that not everyone in the sector is having these
conversations. These are an absolute must and
we are now tracking this to make sure these
conversations happen universally across the
sector. But as this guide makes clear, annual
reviews are just a building block for more
regular and effective performance development.

I hope this guide helps you in your role as a
manager. Better performance development will
help us achieve our commitment to creating a
highly performing and engaged public sector.

Graeme Head

Commissioner



The NSW Government is committed to

creating a high-performance public sector.

To achieve this, it is crucial to improve the
performance of the sector’s workforce.

As a manager, you should work with
employees to:

® set and clarify expectations, by ensuring
employees understand their roles and what
is expected of them

® monitor employees’ performance and
engage in ongoing two-way discussions to
continuously develop their performance

@ plan and review employees’ work objectives,
and help them understand how their
achievements link to agency and sector
objectives

o o

.- Introduction

® develop the capabilities employees need to
effectively fulfil their roles and perform at a
high level

® recognise employees for good performance

® resolve unsatisfactory performance promptly
and effectively.
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PART 1:

. NSW Public Sector Performance

Development Framework

Recognise

Monitor

Plan and
review

Develop

Figure 1: Components of the Performance Development Framework

According to legislation’, all public sector
agencies must have a performance
management system that meets essential
elements and guidelines set by the Public
Service Commissioner.

The NSW Public Sector Performance
Development Framework contains these
guidelines and sets the approach for managing
all aspects of employee performance in the
NSW public sector.

As depicted in Figure 1, the Framework consists
of six components. Each component has
essential elements that define the mandatory
benchmarks for agency performance
management systems. These are set out on
page 8 of this guide.

! Section 67 of the Government Sector Employment Act 2013

The Framework’s components are not designed
to be applied sequentially. It is important to
understand the purpose of each component
and apply them appropriately, whether
individually or in combination, depending on
the circumstances.

The PSC will review the Framework regularly to
support ongoing improvements in performance
management across the sector and to ensure it
is aligned with further workforce management
reforms.



Managing for performance

‘Managing for performance’ describes
management practices and activities to improve
performance and align individual and team
efforts with the organisation’s objectives.
‘Performance’ in the context of this Framework
comprises not only what an employee does in
their role, but also how they go about doing it

— their behaviour.

Effectively managing an employee’s
performance is a hallmark of a successful
manager. Research shows that employees work
best when they have clear goals and understand
what is expected of them and their work;
receive fair and regular feedback about how
they are performing; are recognised for a job
well done; and get constructive advice about
areas of unsatisfactory performance and how
they may improve?.
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An organisation’s performance is the result of
the combined efforts of the individuals within
it. Figure 2 illustrates how every employee
plays an important role in achieving divisional,
departmental and state-wide objectives. As a
manager, you play a critical role in aligning
employee capabilities and efforts with
organisational outcomes.

This involves ensuring your employees clearly
understand what they need to achieve; what
capabilities they need to be successful in their
role; any processes and procedures they are
expected to follow; and the standards and
behaviour expected of them. Managers also
need to work with employees to identify

their capabilities, leverage their strengths and
provide development opportunities to close
any gaps between their capabilities and what is
expected of them.

Enablers
that optimise
performance

* Vision,
mission
and values

Strategic plan

* Workplace
policies
e.g.codes
of conduct

* Capability
development

* Structure,
systems and

processes

* Governance
documents

Figure 2: Individual objectives feed into state-wide strategies

2 Corporate Leadership Council (2005), Managing for high performance and retention, Corporate Executive Board, Washington DC.



Performance management isn't about
once-yearly reviews or focusing only on
unsatisfactory performance. Nor is it about
filling in forms and ticking boxes over the year
as you complete each activity. Rather, it is an
ongoing process involving regular discussions
with employees about continuously improving
their performance. These discussions are an
opportunity for you to set and manage your
employees’ expectations; acknowledge good
performance through positive feedback; provide
constructive advice to realign expectations

and performance; help them develop key
capabilities; and, if necessary, address
unsatisfactory performance. A large majority
of employees want to, and do, perform well.
Unsatisfactory performance is only an issue for
less than 5 or 10% of employeess.

Good performance development is about
managing all aspects of employee performance
consistently, equitably and transparently.

This enables you to:

® build and maintain open and constructive
working relationships with your employees

® help them understand the link between
their everyday work, your role and the
organisation’s objectives

® allocate work tasks more effectively

® better target learning and development to
meet individuals’ and the organisation’s
needs

@ recognise and develop talent

® improve employee engagement:.

According to research by the Corporate
Leadership Council, an employee’s
understanding of expectations and standards
—and how they relate to their work and the
organisation — is the biggest driver of
employee and organisational performance.
When employees understand this, their
performance can improve by as much as 36%¢.

As a manager, there is a range of actions you
can take to effectively support and build the
performance of individuals and your whole
team. These are set out in the next part of
this guide.

3 US Office of Personnel Management (1999), Report of a special study — Poor performers in Government: A quest for the true story. The Office
of Merit Systems, Oversight and Effectiveness found that, contrary to the popular perception that poor performance was a problem in the
federal public service, poor performers represented only approximately 3.7% of the workforce.

4 The concept of ‘employee engagement’ is generally recognised as an employee’s connection and commitment to their organisation, its goals
and values as a whole. For further information, refer to page 41 of How it is: The State of the NSW Public Sector Report 2012.

5 Corporate Leadership Council (2002), Building the High-Performance Workforce — a quantitative analysis of the effectiveness of performance

management strategies, Corporate Executive Board, Washington DC.
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Components and essential elements

of the NSW Public Sector

Performance Development Framework

Component

Set and clarify
expectations

Collaborative process
between manager and
employee to set performance
expectations and clarify them
on an ongoing basis.

Monitor

Ongoing joint evaluation of
progress towards achieving
work goals and expectations,
involving regular two-way
feedback.

Plan and review

Collaborative process
between manager

and employee to plan
performance, linked to
corporate objectives, with
periodic reviews of progress

towards achieving work goals.

Develop

Collaborative process

to identify and develop
employees’ capabilities with
periodic reviews of progress.

Recognise

Regular practice of
recognising employee efforts
and excellent performance
outcomes and achievements.

Resolve unsatisfactory
performance

Process of addressing
employee unsatisfactory
performance.

Essential elements

Each employee has an up-to-date description of their role,
including required capabilities and responsibilities, linked
to the organisation’s strategy:.

All employees understand the public sector values, the
capabilities required of them in their roles, and the
deliverables for which they are accountable.

All employees are aware of the codes of conduct, policies,
procedures and standards they are expected to observe.

All new employees (in the sector or the team) undergo a
review process that includes informal and formal reviews.

All employees have regular opportunities to discuss their
work with their manager and receive informal feedback on
their performance (either individually or as a team).

All employees have the opportunity to provide informal and
formal feedback (through a structured assessment method)
to their manager.

All employees have an annual formal performance agreement
with their manager that sets out individual performance
objectives linked to corporate objectives as well as the
capabilities they are required to demonstrate in their role.

Performance agreements for all executives who have
financial accountability include mandatory performance
objectives set out in Appendix A.

Performance agreements for all employees who have
responsibility for managing people include mandatory
performance objectives set out in Appendix B.

All employees have a formal performance review at least
once a year.

Formal performance reviews are to inform all assessments
for incremental salary progression; payment of increases
determined by the Statutory and Other Officers Remuneration
Tribunal (SOORT); and any contract renewal.

Development plans are based on the capabilities required
in the role, the employees’ existing capabilities, and his/her
performance objectives and/or career goals.

Progress against development plans is formally reviewed at
least once a year.

Agencies have guidelines in place to help managers
appropriately recognise employees at the local level.

Managers promptly work with the employee to understand
and resolve instances or patterns of unsatisfactory
performance.
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Good performance starts with employees
having a clear understanding of goals
and expectations. This first critical step
establishes the requirements for them to
perform their role.

An employee needs to know:

their role, required capabilities,
responsibilities and contribution within the
team and the organisation

what they are accountable for and expected
to deliver to their team and organisation’s
mission and goals

expectations around ethics, values and
behaviour

how their performance will be measured
and assessed.

You should discuss these expectations clearly
and openly with each employee, making sure
that you both have a shared understanding
of each other’s responsibilities and
accountabilities.

Performance expectations should be based

on the capabilities employees need to carry

out their role effectively. They should also be
derived from the public sector core values and
directly relate to your agency’s mission and
goals. Performance expectations must describe
acceptable behaviours and actions expected and
define work outputs required.

You should develop these expectations
collaboratively with each employee (except for
legislated or mandatory corporate requirements
or objectives) to ensure you both understand
what is required.

Once you have established expectations, you
should continuously monitor your employees’
performance, provide feedback to reinforce
their performance and clarify expectations on
an ongoing basis.

Monitor

Plan and
review

Recognise

Develop

You should set and clarify expectations on an
ongoing basis, but particularly when a new
employee starts work, an existing employee
takes on a new role or their responsibilities
change, and when you take on a new team or
the team’s responsibilities change. Doing this
will help employees clarify their responsibilities
and realign their performance.

Failing to set clear standards of performance
and behaviour can cause employee confusion
or misunderstanding, leaving employees unable
to perform their role even if they are capable of
doing so.

While it is important to set and clarify
expectations for employees individually, it is
equally important to do this for the whole team.



Teams are diverse, with different dynamics,
cultures and people. Change — whether
within the team or in the environment it
operates in — can create uncertainty.

One of the most important steps in building
a high-performing team is to set or clarify
expectations. This gives the team an
opportunity to discuss their expectations
before working together.

What’s involved

When setting and clarifying expectations

for your team, discuss shared goals and
values, and how they relate to those of the
organisation and the public sector. Ask

your team to consider its role within the
organisation and what it is expected to deliver.

It’s important to determine the key roles
and responsibilities within the team and
how decisions will be made. To ensure good
working relationships, establish how team
members are expected to behave and
conduct themselves at work, and with
other team members; and what behaviours
will not be accepted, such as bullying or
harassment. Lastly, set the performance
standards they are expected to meet, and
how these will be measured and assessed.

When to set or clarify expectations

You should set, or clarify and discuss
expectations with a team when:

you start to lead a new team or a new
employee joins the team

the team’s responsibilities change or team
member responsibilities need to be clarified

workplace or organisational policies that
guide employee conduct and behaviours
are introduced or changed.

Setting expectations and regularly clarifying
and reinforcing them on an ongoing basis
will avoid misunderstandings, conflict and
disagreements within the team.

Refer to Part 3 of this guide for more
information on:

Capability frameworks (page 23)

Codes of conduct, and workplace policies
and procedures (page 24)

Developing senior executive services (SES)
performance agreements (page 32 )

Preventing bullying in the workplace
(page 23)
Probation review, which allows you to

support a new employee’s progress and
learning in their new role (page 34)

Role definition (page 35)

Values statements (See also: codes of
conduct, and workplace policies and
procedures) that articulate an organisation’s
values and expected behaviours (page 37)



Monitoring performance ensures your
employees are aware of how they are
progressing against set expectations.
You can provide feedback to motivate
employees to develop and maintain
effective performance, discuss and
clarify expectations and realign their
performance if needed.

What’s involved

When monitoring your employees’
performance, you should listen and ask
questions about how they are doing. Meet with
them regularly to discuss their work progress,
their capabilities and possible development
activities.

Give feedback on their work and encourage
good performance by acknowledging their
achievements. Conversely, if their performance
is below expectations, clarify or reset what is
expected of them and coach them to improve
their work.

Influence of feedback on 100
performance® o

X 80
Respondents to the 2012 People £
Matter Employee Survey who received § 60
formal and informal feedback )
had more positive perceptions of o 40
performance management than those §
who didn't receive any feedback. g
Respondents who received informal o

feedback in the previous 12 months
were also more highly engaged than
those who only received formal
performance appraisals or no
feedback at all.

Employees who received a formal
appraisal and informal feedback
on their performance also reported
that they had more learning and
development opportunities.

Monitor

o o0 °

Monitor

Plan and
review

Recognise Develop

Informal but regular meetings and
discussions will allow you to engage with
employees on an ongoing basis. Both

of you should come prepared to discuss
factors affecting the employee’s work goals,
targets, and performance and development
activities, and how they may be resolved.
This can be an effective addition to informal
monitoring, particularly where the work
environment does not allow for regular
contact.

73
64
46
38
32
27

My organisation My manager My manager My manager
is committed ensures fair considers deals

to developing access to my needs appropriately
its employees developmental and career with employees
opportunites aspirations who perform

for people in
my workgroup

when approving
development
plans

poorly

I Both formal and/or informal feedback

Neither formal nor informal feedback

Figure 3: Employee perceptions of the ways
performance management is approached

¢ Public Service Commission (2012) State of the NSW Public Sector Report 2012, State of New South Wales
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When to monitor
performance

Performance monitoring shouldn’t be left until
the six-monthly formal performance reviews.
By proactively monitoring performance on an
ongoing basis, you can recognise progress and
achievements, clarify the future direction, and
identify and effectively address a performance
issue when it happens — and before it worsens.
In such instances, give clear advice on
improving performance. Regular feedback and
support resolves the majority of instances of
unsatisfactory performance. Refer to the section
on resolving unsatisfactory performance on
page 19 for more information.

Employees who regularly meet and exceed
expectations still require monitoring and
should be recognised for their efforts and
achievements. Without goal clarification and
help with prioritising work demands, high-
achieving employees can be underutilised and
become demotivated.

Where operational circumstances make it
possible, you should provide feedback to
employees throughout the workday and deal
with problems as they arise.

On some occasions, there is a greater need to
monitor performance, such as when:

® anew employee starts work or when
an employee is in a new role and needs
additional support

@ something changes that is affecting the
employee’s performance

@ the employee’s responsibilities change.

The principles for monitoring individual
performance apply equally to teams. Team
discussions should centre on the work, how it
is achieved, achievements and the future of the
team’s work.

12

Monitoring team
performance

Once you have set team expectations and
objectives — and when the team starts to
get results — you need to monitor the team
to ensure it stays on course. This includes
recognising the team’s achievements,
making any necessary corrections to
prevent small problems from becoming
major disasters and taking the steps needed
to get the best performance possible from
the team.

Team meetings are one way to help you
manage performance. These meetings are
an opportunity to periodically clarify and
reinforce the team’s purpose, and to build
and strengthen teamwork. They are an ideal
way for the whole team to communicate
and share information and ideas, and to
monitor its progress against its objectives.

While you may provide general feedback

on the team’s performance to the group

as a whole, you should also hold regular
short meetings with each team member to
discuss their work, provide specific feedback
on their performance and discuss their
development. Any discussion about an
individual’s performance should be done
privately, not during a team discussion.

Useful tools and references

Refer to Part 3 of this guide for more
information on:

Capability frameworks (page 23)

Coaching to enhance performance (page 24)
Engaging in difficult conversations (page 26)
Giving and receiving feedback (page 30)
Ongoing monitoring (page 31)

Performance agreements (page 32)

Preventing bullying in the workplace (page 23)
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To help employees understand their

role within the organisation, you

should provide a coherent performance
agreement with specific work objectives
linked to the corporate strategy. Planning
and reviewing performance objectives
with your employees is an essential part
of your responsibilities.

What’s involved

When planning performance objectives with
employees:

@ identify the objectives and required
capabilities, ensuring they are clearly linked
to business plans and corporate strategies

@ discuss and confirm how performance will
be assessed and measured, and how progress
towards their targets will be monitored

® document the key elements discussed and
agreed to between you and the employee in
their performance agreement.

A simple way to align employee objectives to
the corporate strategy is to set performance
objectives in a cascading manner. You should
give employees a copy of your objectives and
ask them to draft their performance objectives
based on what you need them to achieve.
Employees can also add other objectives

that may be critical to their role, but are not
necessarily included in your performance
agreement. Then you and your employees
discuss and agree on which objectives will be
included in their performance agreement.

Some objectives or targets are non-negotiable,
including mandatory government or corporate
objectives. You should discuss these with your
employees so they clearly understand which
targets are not negotiable and why:.

There are two mandatory objectives currently in
place across the sector.

Performance agreements for all executives who
have financial accountability must include
mandatory performance objectives set out in

Plan and review

>

Recognise

Plan and
review

Develop

Appendix A. These objectives are part of a
range of measures approved by Government to
significantly improve financial management in
the NSW public sector.

Performance agreements for all employees who
have responsibility for managing people must
include mandatory performance objectives set
out in Appendix B. These objectives, focused
on people and capability management, are one
of a number of public sector reform initiatives
aimed at improving workforce management
across the sector.

After setting the performance objectives, you
and your employees can discuss strategies for
meeting them. This discussion should cover
the capabilities the employee needs to be
successful, any capability gaps they will need
to address, possible approaches they might take
and anything that might affect their ability to
meet their objectives. Refer to the next section
on developing capabilities on page 15 for more
information.

Reviewing objectives

Annual or other periodic performance reviews
are the best time to formally assess employees’
progress towards meeting their objectives.
Executives should review their objectives
informally at least every quarter, with one
formal annual review. All other employees
should have one informal and one formal
annual review. The review process is supported
by ongoing monitoring and regular two-way
feedback between reviews.

13




Formal performance reviews are to inform all
assessments for incremental salary progression;
payment of increases determined by the
Statutory and Other Officers Remuneration
Tribunal (SOORT); and any contract renewal.

During the discussion, you and your employees
should:

® review the employee’s progress against the
performance objectives and targets in their
performance agreement

® recognise their achievements

® review their objectives and reset targets to
help realign their performance, if needed or
appropriate

® review any development activities they have
undertaken and how they have applied their
learning

® adjust expectations, responsibilities, goals or
development activities, as required.

When to plan and review

Performance objectives are generally set
annually and should flow on from the
corporate or business planning process to
ensure individual objectives are aligned with
state-wide strategies. Your agency’s corporate
planning calendar will drive the timeframe for
employee performance planning and reviews.

Useful tools and references

Refer to Part 3 of this guide for more
information on:

® Capability frameworks (page 23)
Difficult conversations (page 26)
Disagreements (page 29)

Measuring performance (page 31)

Performance reviews, and getting employees
involved (page 32)

® Performance agreements (page 32)

@ Setting performance objectives and
standards (page 36).

14

Setting and reviewing
team objectives

Before you set individual goals and
objectives, it may help to understand
how individual, team and organisational
goals align.

When setting team objectives, get the team
to discuss the organisation’s vision, purpose
and strategy, and how these have translated
into the organisation’s objectives and targets
for the year. Next, determine what the

team needs to achieve for the organisation
to meet its objectives. Finally, decide what
individuals need to do to achieve the team’s
and the organisation’s objectives.

This process gives everyone a say in
developing the team’s goals and helps
them better understand their personal
contribution.

A group of employees undertaking the
same or similar roles may meet as a group
to discuss and set objectives, targets and
measures that apply equally to all members
of the team. While general feedback on

the team’s performance may be provided

to the group as a whole, you should also
hold regular short meetings with each team
member to give them specific feedback on
their performance and development.



Workforce development involves
strategically developing employees so
they can achieve their objectives and
the organisation’s vision and goals.
Development improves employee
capabilities and performance, in turn
enhancing the performance of the
organisation and, ultimately, the sector.

Your role is to help employees address

their capability gaps and support ongoing
developments by ensuring your employees
receive appropriate development opportunities
that align with the organisation’s vision and
goals. By supporting their development, you
can build strong relationships with your
employees, and help them identify and realise
their career goals.

Workforce development programs should

take into account the agency’s strategies

for developing high-potential employees,
managing talent, developing leadership or
management skills, planning succession for
critical roles, and other workforce planning and
development programs.

You should also consider your employee’s
goals, as well as your agency’s and the sector’s
needs, and opportunities to align those needs
to benefit everyone.

What’s involved

The first step is to be clear on what capabilities
are needed for the role.

Capabilities are the knowledge, skills, and
abilities that must be demonstrated by public
sector employees to perform their roles
effectively.

The NSW Public Sector Capability Framework
describes ‘core’ capabilities expected of all
public sector employees, as well as other
common capabilities that only apply to

some roles. For example, people leadership
capabilities for roles that include supervisory
responsibilities.

o © 0

.= Develop

Monitor

Plan and
review

Recognise

The Capability Framework can help you and
the employee to reach a clear understanding
of job expectations and provide a starting
point for capability assessment and planning
development.

Refer to the Capability Framework’s behavioural
indicators and, together with the employee
work out how they may be applied to achieve
the key outcomes agreed to during the
performance agreement development process.

Once you're both clear about the capabilities
needed for the role, your discussion should
focus on identifying the employee’s current
level of capability, their strengths and
development needs. This may be achieved
through formal assessment, professionally
administered 360-degree feedback,
psychometric assessments or self-assessment.
In the absence of any formal tools, you can
identify your employees’ needs through
observation, work examples and discussions
with them.

Next, identify the activities that will help the
employee develop the capabilities to meet the
requirements of their current role and/or their
next role. Professional development should
use a 70:20:10 blend — 70% from on-the-job
experiences, tasks and problem solving; 20%
from peer-based learning or examples; and
10% from formal courses and reading.

15




Development activities include rotating or
swapping jobs, undertaking project work,
acting in different roles, shadowing colleagues
or managers, attending conferences, joining
professional 