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Introduction

A performance management system aims to empower staff members to take ownership of their work and, through an interactive process, improve individual and team performance. 

The role of the line manager is to achieve departmental objectives through the work of others.  A performance management system supports the line manager in achieving this purpose by supporting the line manager and staff member in clarifying performance expectations and documenting them, and then measuring and assessing performance against these expectations.  

The aims of a performance management system are to: 

a) Support line managers and staff members in agreeing job requirements and setting staff member and/or team objectives and performance standards that align with the PASS department or faculty and university as a whole. 
b) Empower staff members to perform optimally 
c) Gain role clarity 
d) Improve communication between line manager and staff member 
e) Agree and maintain acceptable levels of performance 
f) Identify appropriate opportunities for development 
g) Give and receive continuous feedback 
h) Provide a fair and equitable system on which remuneration and reward is based

In order for any performance management system to succeed, the system needs:

a) Strategic goals cascaded down to the level of the staff member, that result in work goals and agreements
b) Adequate internal communication
c) Objectivity in the determination of rewards
d) A clear link between performance and reward/recognition
e) Consequences for non-performance 
f) Clearly defined line functions and management responsibilities
g) Clearly understood roles and responsibilities of staff and line managers
h) Commitment from top management

In order for any performance management system to succeed, line managers must:

a) Be willing to deal with difficult operational and personal issues
b) Give sufficient performance related feedback
c) Commit to and prepare for performance discussions
d) Hold staff members accountable for results
e) See performance management as an integral part of managing people

In order for any performance management system to succeed, staff must:

a) Have realistic initial expectations stemming from clear objectives
b) Understand what is expected of them
c) Have developed the necessary job competencies
d) Have realistic expectations in terms of rewards, especially when not exceeding job requirements.



Performance management at UCT

Performance systems and their linked remuneration structures differ for the various categories of staff at UCT: 

	Staff grouping
	How agreed
	Performance management system
	Remuneration system

	Pay classes 1 to 4
	NEHAWU
	
	Rate per Pay class (RPP)

	Pay classes 5 to 12
	UCT Employees’ Union (UCTEU)
	Personal Performance System (PPS)
	Pay for Performance

	Pay classes 13 and above
	Council Remuneration Committee
	PPS principles used in practice
	Agreed via the Council Remuneration Committee

	Academic Staff
	Academics Union (AU)
	Annual academic review
	Rate for Job (RFJ)



The Personal Performance System (PPS) is the agreed system for performance contracting, management and development at UCT for professional, administrative and support services (PASS) staff in pay classes 5 to 12.  


This guide

The purpose of this resource guide is to give the staff member and line manager a step-by-step guide to implementing the Personal Performance System.  

The guide beaks the system down into a 10-step cycle and documents the time lines and deadline dates.  It also provides a number of supporting documents in the appendices.  

The steps in this guide correspond with the steps on the PPS01 form.


Further assistance, information and training

Further assistance, information and training is available from Human Resources.  

Each Faculty and PASS department has a HR Advisor and HR Officer to support the line manager and staff member with Human Resources issues. These HR staff can assist the line manager and staff member in using this system and the associated forms, and can provide training.  The HR Advisor will advise the line manager in the consistent application of the system.

The HR Advisor or HR Officer can support the line manager in writing a job description, and can help the line manger and staff member in identifying KPAs and/or competencies for the job. Human Resources also keeps a central repository of generic job descriptions and job-specific job descriptions. 

The HR Advisor will supply the line manager with the template and support to complete the pay-for-performance component of the system. 

Human Resources Development (HRD) can assist in identifying appropriate learning and development interventions.  HRD, through the Staff Learning Program, provides training courses for both line managers and staff in the use of this system.  The Staff Learning Program also provides various other managerial and supervisory training programs.

Line managers are best placed to understand each job requirement and their staff member’s roles, responsibilities and competencies.   Your line manager is thus also able to assist staff in using this system.


Definitions 

Competency 
A competency is the knowledge, skill, attitudes or behaviour required to perform the KPAs within a role. A library of competencies is provided in the appendices to assist the line manager and staff member to select what type of competency is required for a role. 

Consistency review committee 
There are two types of consistency review committees: internal (faculty or department) and central. The purpose of the consistency review committee is to ensure the consistent application of the PPS system across the institution.

Evidence 
Evidence is the information the staff member and line manager collect, present and discuss at review meetings to show performance against set objectives.  This can take the form of reports, emails, statistics, checklists etc.  Evidence can also be solicited or unsolicited feedback from clients or colleagues. 

Job description 
The job description is a document that describes the purpose of the job, its requirements, roles, responsibilities.  It is documented on form HR191. 

Job family
UCT PASS jobs have been grouped into five job families according to the primary nature of work performed within the role.  A library of job families is provided in the appendices to assist the line manager and staff member to select the job family to which the job belongs.  

Key Performance Area (KPA) 
A key performance area is a broad term used to describe distinct areas of responsibility within a role. A KPA is a broad categorisation of tasks and activities. Full time staff members have between five and eight KPAs. A library of KPAs is provided in the appendices to assist the line manager and staff member to identify KPAs for a job, grouped by job family.  The use of standard KPAs ensures a consistent approach in setting and measuring objectives across the university. 

Objective 
An objective, also referred to as an outcome or goal, is a particular project or piece of work linked to a KPA that is to be completed or achieved within a particular timeframe. Objectives are written in a clear, outcomes-based and measurable way.  Each KPA has at least one associated objective. 

Pay for performance 
A staff member’s salary is dependent on their performance. This performance is assessed during a review and rated according to a performance rating scale.  The remuneration awarded is aligned to the performance rating. 

Personal Development Plan (PDP) 
In order to achieve the agreed objectives the staff member may need to develop certain competencies.  The Personal Development Plan is the agreed plan between line manager and staff member detailing the learning and development activities that a staff member will undertake in order to achieve the requirements of the job.  This PDP is documented in the PPS01 form. 

Personal Performance System (PPS) 
The PPS is the performance management system for UCT PASS staff in pay classes 5 to 12. Discussions and agreements are documented on the PPS01 form. 

The basic principles of the Personal Performance System 


The Personal Performance System (PPS) aims to:

a) Support line managers and staff members in agreeing job requirements and setting staff member and/or team objectives and performance standards that align with the PASS department or faculty and university as a whole. 
b) Empower staff members to perform optimally. 
c) Gain role clarity. 
d) Improve communication between line manager and staff member. 
e) Agree and maintain acceptable levels of performance. 
f) Identify appropriate opportunities for development. 
g) Give and receive continuous feedback. 
h) Provide a fair and equitable system on which remuneration and reward is based.

The system is separated into two separate, but interconnected cycles, Performance Development and Pay-for-Performance.  They are linked by the objective setting process. 

 (
Objective setting
Performance Development
Cycle
Pay for Performance Cycle
Performance Development
Plan
Pay 
Outcome
Continuous review and feedback
Continuous review and feedback
Assess performance against objectives
Assess competence and performance against objectives
)





















 (
Note
:
The line manager plays a key and vi
tal role in the success of performance management.  
S/he is responsible for:
Updating job descriptions
Setting clear goals and performance contracts
Assessing staff performance regularly
Agreeing development plans 
to 
meet department
al
 and staff
 needs, e
nsur
ing
 staff are trained and equipped
Maintaining positive working relationships and motivating staff
Managing remuneration 
)











Objective setting

Objectives connect the Performance Development and Pay-for-Performance cycles.

The setting of objectives allows the line manager and staff member to clarify expectations.  The line manager and staff member agree the focus areas for the work to be done during the coming period, as well as the performance standards expected.  Objectives must be set out in such a way that they are measurable (SMART) so that both the line manager and staff member can determine how the staff member is performing.  These objectives are reviewed as circumstances or priorities change. 

Individual objectives ultimately align to UCT objectives.  There are two sources of information when considering job objectives for the year:

a) The job description, which gives you the broad job requirements within the job
b) The objectives for the department/faculty, which are in turn, aligned to the UCT institutional objectives. 




Performance development 

The staff member may require development in some areas in order to achieve the agreed objectives. The outcome of the performance development discussion is agreement on: 

a) How the staff member will achieve the objectives
b) A Personal Development Plan (PDP), detailing the learning and development activities and interventions that will happen during the period

The Performance Development Plan is thus linked to departmental or faculty objectives. 


Pay-for-Performance 

As objectives are set out in a measurable way, both the line manger and the staff member can assess how the staff member is performing in the job.  A performance rating scale is used to rate the staff member’s performance, and it is against this performance rating that the line manager places the staff member in the pay range.



 (
Performance development cycle
) (
Pay for performance cycle
)
 (
November - February
)



 (
Motivations for Exceeds 1 and Exceeds 2
) (
Step 6.4: formal review: performance rating consistency check
) (
Step 6.3: recording learning and development activities completed
) (
Step 6.2: Formal review: Final Review
) (
Step 8: Pay-for-Performance Process: internal consistency review
) (
Step 9: Pay-for-Performance Process: central consistency review
) (
Step 10: Pay-for-Performance Process: advise staff member of pay outcome
) (
Step 4: Informal review of performance against objectives
) (
Step 6.1: Formal review: Mid Year Review
) (
Step 7: Pay-for-Performance Process: line manager recommends pay outcome
) (
Step 5: Ongoing review of development needs
) (
Step 3: Drawing up a 
P
ersonal Development Plan (
PDP
)
) (
Step 2: Assessing competence against job requirements
) (
Step 1: Setting and agreeing objectives
) (
November
) (
August - September
) (
April - May
)
Step 1: setting and agreeing objectives 


A job description describes the purpose of a job, its requirements, roles, responsibilities.  A job description lists a number of Key Performance Areas (KPAs) for a job.  A KPA is a broad term used to describe distinct areas of responsibility within a role or its’ important outputs. A KPA is a broad categorisation of tasks and activities. Full time staff members have between five and eight KPAs.  (A library of KPAs is provided in the appendices to assist the line manager and staff member to identify KPAs for a job.  This ensures consistency in setting and measuring objectives across the university).

Each KPA has at least one associated objective.  An objective, also referred to as an outcome or goal, is a particular project or group of activities and tasks linked to a KPA that the staff member intends to achieve within a particular timeframe.  They almost always start with a verb.  Objectives focus activities and provide direction, challenge and a sense of purpose. Objectives should not be projects over and above the job description but should complement or enhance this.   Objectives align staff member objectives to the departmental, faculty and institutional needs and cluster outcomes of tasks and functions into KPAs.   




















For example, a Departmental Administrator has to service the monthly departmental meeting funds thus a KPA for this job is ‘General and office administration’:
 
















To be able to measure and assess performance against an objective at the end of a period of review, the objective must be formulated in a clear, outcomes-based, measurable way that states specifically what is expected and the standard to which it must be performed.  A well formulated objective states how both the line manager and staff member will know that the staff member has achieved the required outcomes. The better the quality of the objective and measure, the easier the assessment process.  

There are five basic characteristics of a well formulated objective, otherwise known as a SMART objective: 

	S
	Specific
	Clearly and exactly state what is to be achieved so that there is no room for misinterpretation.

	M
	Measurable
	Define exactly how you and others will know when the objective is met or achieved.  Measures are expressed in terms of quantity, quality, cost and time.

	A
	Attainable
	Be sure that it is possible to achieve the objective and identify resources required. While objectives can stretch the staff member they must also be attainable. 

	R
	Realistic
	The objectives need to be applicable to the job. Do they support the KPAs? Are resources and support available?

	T
	Timely
	Must be time-based (deadlines or time-lines set, by when or how often).  The time-frame for each objective needs to realistic.



Measurements or assessment standards can be university or departmental guidelines, checklists, policies or standard operating procedures.  Examples of SMART measures are: ‘Regular/daily/weekly inspection of buildings according to the maintenance checklist’, ‘Accurate letters distributed quarterly to all students’, and ‘Accounts paid accurately and according to UCT payment procedure at the end of the month’.


Performance Contracting

The performance contracting process is the first step in any performance management process.  Proper performance contracting is critical as it underpins the entire system.  

Contracting takes place between the line manager and staff member. The aim is to understand is to understand the overall performance objectives of the department or team and the role the staff member’s job plays in this.   The line manager explains the departmental objectives and details how the staff members’ roles and objectives align to these.  The line manager also maps out how the activities in his/her department or section support the broader faculty or departmental objectives and ultimately the UCT strategic objectives.  This can be done individually or in a general session with all staff in an area, and is done before the objective setting process starts.

Performance contracting takes place when:

a) A new staff member joins UCT.
b) A new line manager joins UCT.
c) Annual performance objectives are set.
d) A staff member starts a new job.
e) A job changes.
f) Operating plans and department goals change.
g) New teams are formed or teams change.

The performance contracting process results in:

a) A clear understanding of the role of the staff member.
b) A clear understanding of the roles of the other staff members and the line manager.
c) An understanding of how the job fits into the team, department, faculty and university.
d) An understanding of the KPAs for the role.
e) A list of clear, measurable objectives with performance standards and measures.
f) A list of the critical competencies and behaviours that will support the desired outcomes.

 (
THE PERSONAL PERFORMANCE SYSTEM AND COMPLETING THE 
PPS01
 FORM: 
Objective setting takes place between November and February each cycle.  
Once 
KPAs
 are identified, the s
taff member prepare
s
 
a number of
 objectives 
per 
KPA
, 
based on 
the performance contracting discussions.
 
  The staff member completes ‘Step 1’ of 
PPS01
 form.
 
The competencies required to perform the objective are also identified and recorded, as are the limits of authority and support required to achieve the objectives.  
(A library of competencies is provided in the appendices to assist the line manager and staff member to select what type of competency is required for a role).
The
 line manager sets up a meeting to discuss and agree the objectives
, to which the staff member brings the draft 
PPS01
 form
. 
  
The discussion also serves to clarify 
any uncertainty around the
 staff member’s job and role in the coming 
period
. This may be an evolving process
 and may take a number of discussions to finalise
. The line manager is ultimately accountable for achieving the departmental objectives
 and so t
he responsibility therefore rests with t
he line manager to ensure that individual 
objectives are aligned
 to the departmental objectives.
Finally, the line manager and staff member agree dates for the mid-year and final review and then sign off ‘Step 1’ of the 
PPS01
 form.  Each will keep a copy.
  A copy of ‘Step 1’ of the form must be sent to your HR Advisor by 28 February of the year under review.  
)























 (
Note
:
‘Step 1’ of 
PPS01
 form ‘splits’ the SMART objective into three parts: 
Objectives - ‘what is to be done’ 
SMART measurement 
- 
 ‘how it will be measured’ (the measurement or assessment standard)
Completed by when – ‘the ‘T’ of SMART
)


 (
Note
:
Clear and agreed objectives form the basis for almost all the performance related discussions.  Time spent at this stage of the cycle will save time and avoids problems later, and makes the performance assessment process easier.
)

Step 2: assessing competence against job requirements 


To meet the requirements of the job, agreed objectives and any anticipated future needs, the staff member needs the right combination of competencies (knowledge, skill, attitudes or behaviour) and experience. 

Once objectives have been agreed, the line manger and staff member have a discussion as to what competencies (and the level of these competencies) are required versus those that the staff member currently has, and identify and clarify whether there are any gaps.  These gaps are the staff member’s learning and development needs.

These learning and development needs can be:

a) Job-Related - The gap between the set of competencies, skills and experience necessary to reach or perform the objectives, plans and goals, and the set that the staff member currently has.  It is imperative that the person develops the required set in order to attain the objectives. The competency, skill or experience is an explicit requirement of the job, and any intervention is ultimately for UCT’s benefit.  This could be applicable to one person in a team or a whole team. 

b) Developmental - The competencies, skills, qualifications or education needed to better oneself or to advance one’s career at UCT in the short to medium term. It is not an explicit requirement of the current post, and the employee is able to attain the set objectives without it. The competencies, skills, qualifications or education attach to the person of a staff member and are ultimately for the staff member’s benefit.  Development of these does ensure that UCT has a larger pool of competent and qualified people to recruit from. 

c) Personal - The competencies, skills, qualifications or education needed to better oneself or advance one’s career in the longer term, either at UCT or elsewhere.  It is not an explicit requirement of the current post, nor a requirement of any other post that the person is likely to take up in the short to medium term. The competencies, skills, qualifications or education attach to the person and are completely for the staff member’s benefit. 

The identification of learning and development needs does not necessarily mean that there is a deficit of competency.  Keeping up with changes, looking for new challenges and improving on what is already done well are also important reasons to undertake learning and development.  

It is possible that a staff member has no learning and development needs in a particular year if there are no competency gaps to be filled (e.g. a staff member who exceeds all job requirements or where there are no process or technology changes in the performance cycle).



Step 3: drawing up a Personal Development Plan (PDP)


If the line manager and staff member identify any learning and development needs, appropriate learning and development activities and initiatives that will address these needs are identified, planned, agreed and documented.    This plan is the Personal Development Plan (PDP).  The PDP is person-specific and consists of two components:

a) Learning and development needed to achieve agreed objectives and anticipated future needs of the job (such as to keep up with technology or other changes within the current job or changing institutional needs).
b) Learning and development needed in order to advance the staff member’s career at UCT.

The responsibility for identifying learning and development activities and initiatives to meet the learning and development needs rests with the staff member.  These learning and development activities can be:

a) Formal – Qualifications, certificates, degrees, diplomas. Typically these courses are for a longer duration (3 months to a year), are formally assessed and are certified.  They are normally used for Personal and Developmental needs.  (Most commonly formal development would not be necessary for Job-Related needs, as it would be assumed that the employee had the necessary formal qualifications when recruited.  However, it may be necessary in a few instances). 
b) Non-Formal – Short skills courses offered either internally or externally.  Typically these are for a shorter duration (less than 3 months).  They tend to specifically address one particular skill or competency.  They may or may not be assessed and certified.  They are normally used for Job-Related needs (E.g. First Aid, MS Word or Presentation Skills courses). 
c) Informal – Reading, gathering information, coaching or mentoring from someone who is an expert in that area, observing or job-shadowing, exposure to other areas etc).  Typically these are used for Job-Related needs. 

 (
Note
:
You may want to elicit advice from other areas with respect to the appropriate training or development initiative, particularly where it is a new project and neither the staff member nor line manager has experience in this area.  The drawing up of a Personal Development Plan (
PDP
) does not have to be a process of solely a discussion between two people.  The responsibility to source other advice lies with the staff member. 
)








The line manager is accountable for: 

a) Creating the space and time for development. 
b) Assisting with identifying development opportunities.
c) Monitoring development.
d) Giving feedback.

Line managers determine what development is supported and when.  This support can be in the form of payment, time-off, mentoring etc.  Not all learning and development activities may be supported in any given year.  Some of the factors that need to be considered include:

a) Operational requirements of the department.
b) Fairness and equal opportunities for all staff.
c) Costs (money and time).
d) Budget availability.
e) UCT policy.
f) Identification and removal of barriers to achieving employment equity.
g) Departmental, faculty or institutional priorities.

 (
Note
:
For learning and development to be effective and sustained and for UCT to receive 
a
 return on
 the
 investment made
 in this process
, there must be a link between the learning and development activity and the job requirements that need to be fulfilled, either immediately or in the short to medium term.  If this link is not there, learning is not sustained nor transferred as the person has no chance to practice that new knowledge, skill or behaviour
 in the job
.
Be
 purpose orientated.  People are developed for a specific reason, not only because it is a good thing to do.  The institution has to benefit from the staff member transferring the new skill to the workplace.
 
 The first step is always to equip the individual to do their present job effectively.
  
  
)












 (
THE PERSONAL PERFORMANCE SYSTEM AND COMPLETING THE 
PPS01
 FORM: 
The Personal Development Plan (
PDP
) is the record of the planned learning and development activities to address development needs.  It is agreed on by the staff member and the line manager and recorded on ‘Step 3’ of the 
PPS01
 form. Both the line manager and staff member sign this section.
 Information recorded must include:
The name of the learning and development intervention or activity
The cost 
of the learning and development intervention or activity
The name of the training provider
The a
ccreditation status 
of the provider
The a
ccrediting organisation 
where the provider is accredited
The 
NQF
 l
evel of the learning and development intervention or activity
Signatures of participants to indicate that the documentation is a true reflection of the discussion 
A copy of ‘Step 3’ of the form must be sent to your 
HR Advisor and 
departmental administrator by 
28
 
February
 of the year under review.  
 
)





















Reporting 

Labour legislation requires that every employer submit a Workplace Skills Plan (WSP) each year.  The WSP documents learning and development activities initiatives planned for all staff in the reporting cycle (April to March each year). 

A copy of the PDP is sent to your departmental administrator by 31 March of the year under review for inclusion in this report.  


The UCT learning and development funding policy and model

The UCT Staff Learning and Development Policy (available on the HR website) provides a clear model of funding for staff learning and development by setting out the criteria, conditions and methods whereby staff learning and development may be funded.  UCT supports and funds Job-Related and Developmental but not Personal learning and development. 


Personal learning and development is funded in one of two ways:

a) For the employees own account; or
b) Staff Tuition Rates apply should the employee pursue formal development through UCT or UWC (refer to the Staff Tuition Rate Policy and Reimbursements policies).

Developmental learning and development is funded in one of three ways:

a) For the employees own account; or
b) Supported through the Staff Education Bursary Scheme in the case of PASS staff undertaking formal development through an institution other than UCT or UWC (refer to the Staff Education Bursary Scheme Policy); or 
c) Staff Tuition Rates apply should the employee pursue formal development through UCT or UWC (refer to the Staff Tuition Rate Policy and Reimbursements policies).

Job-Related learning and development is funded in one of two ways:

a) Funding of formal development from departmental or faculty training and development budgets at the line manager’s discretion, where the formal development is an explicit requirement for the job.   This would also include all instances where the department or faculty pays the Staff Tuition Rate on behalf of the employee where the formal development is an explicit requirement of the job (refer to the Funding Formal Development and Reimbursement policies).; or
b) Funding of non formal development from departmental or faculty budgets at the line manager’s discretion.   Such activities may be available internally through the UCT Centres of Learning (Staff Learning Centre, ICTS, CHED, Research Office, Safety, Health and Environment) or other internal programs, in which case no or minimal cost is incurred (refer to the Funding Expensive Non Formal Development policy).




























Step 4: informal review of performance against objectives 


Performance should be reviewed on a regular and ongoing basis to ensure that performance is on-track against the agreed objectives.  It is an opportunity to give feedback and discuss successes and challenges.  This ensures that there is clear, two-way communication between line manager and staff member, continually clarifies expectations, ensures that any problems are dealt with immediately and any means that opportunities can be taken advantage of timeously.  

Informal reviews ensure that any changes in the university, department or faculty strategy, objectives, direction, or goals or any unanticipated challenges that may impact on staff member and their jobs are can be dealt with and planned for. This may mean amending the agreed objectives.  (In this case, revised objectives will need to be documented, ‘Step 1’ of the PPS01 should be amended, and these amendments documented and signed off).

The responsibility for ongoing review lies with both line manager and staff member.  Staff members should approach their line manager whenever they identify any barrier to performance or experience any problems or changes.  Likewise, line managers must identify possible performance problems or changes and take quick and appropriate action to address these.  Both must make the time to ensure that these discussions take place.

Ongoing review and feedback prevents surprises at the formal reviews.  The line manager is aware of how the staff member is performing and the staff member is aware of what is expected and how s/he is performing against the expectations. 

It is not necessary for these to be formal meetings unless something fundamental in the agreed objectives changes (i.e. an objective is changed, added or replaced).  The ongoing review process can take the form of scheduled meetings (weekly or monthly as appropriate), informal follow-ups (the line manager merely checks in with the staff member on particular jobs or tasks) or on an ad-hoc basis (as issues arise or priorities change). 

These discussions are over and above the two required formal review meetings during the cycle.

Guidelines for giving effective feedback 

Effective feedback is: 

a) Based on agreed and understood objectives and job requirements. The objectives and job requirements that are agreed in the objective-setting discussions form the basis for feedback. 

b) Specific to agreed objectives. Effective feedback is specific in describing what the staff member did and why it was effective or ineffective, acceptable or unacceptable. When giving feedback state what worked or was effective or didn’t work or was ineffective. 

c) Accurate.  Before giving feedback, ensure that it is accurate. Do not exaggerate errors or achievements.

d) Relevant. Feedback focuses on the agreed performance objectives and competencies. For feedback to have any meaningful and developmental use it must be relevant to how the person should be performing. Giving feedback to someone about the way they dress, if this has nothing to do with agreed standards of performance or behaviour, is an example of irrelevant feedback. 

e) Balanced. Whenever possible, mix positive and negative feedback. Too much negative feedback can make people defensive and unwilling to listen or to tell you about their problems.  Giving “good news” first and negatives last, can make people feel that you have been setting them up for the fall and leave them feeling disappointed and like a failure. If you give all the “bad news” first, and save the positive feedback until last, the person may be so disheartened by all the negatives that they do not even hear the positive feedback. 

f) Explores or gives alternative solutions. It is not enough to tell someone what they have done wrong.  Often they will not know what to do to improve their performance.  If someone has not performed, there needs to be some kind of action plan for what they could do to improve or an alternative course of action that they could try out.  The most powerful plan is one drawn from the person themselves, but sometimes the person really won’t know what to do to improve and will need coaching or guidance from you. 

g) Timely. You need to provide feedback as soon after an event as possible.  Feedback given today on something that happened today has much more relevance and power than feedback given tomorrow or the next day.  Feedback is most useful when the information or event that you are referring to is still fresh in the person’s mind.  Where it is impossible to give the feedback straight away, you need to keep a written record of the facts.  This will help you to recall the details that you need to provide. 


 (
Note
:
Should the staff member not be meeting expectations, it is important to deal with the issue as soon as possible. 
Where serious work related problems are identified in this or any step of the PPS cycle, it may be necessary to initiate a Performance Improvement Plan (PIP).  
The objective of the Performance Improvement Plan (PIP) is to correct and/or improve performance. The procedure is a positive one and not meant to be punitive. However, to accommodate the possibility that poor performance may not always be corrected, the procedure has to also cover the possible termination of the employment contract. The procedure is available 
on the HR website
 and documented using the 
HR171
 form. HR
 
Advisors
 
can
 
support
 
line
 
manager
s 
in
 
addressing
 
poor
 
performance
 
issues
)
Step 5: ongoing review of development needs 


As objectives are constantly reviewed and revised so should the development plan and progress against the development plan be reviewed so that the plan remains relevant.  

When reviewing the objectives you may find that there may be changes to the objectives. This could result in identifying learning development needs that are different to or are in addition to the initial development plan. 

The Personal Development Plan may need reviewing under the following conditions: 

a) Objectives are amended 
b) Informal reviews show unanticipated development needs 
c) Technology or processes change 

This may mean amending the Personal Development Plan (PDP).  In this case, the revised plan will need to be documented, ‘Step 3’ of the PPS01 should be amended, and these amendments documented and signed off.




Step 6: formal review


Although performance reviews are done informally on an ongoing basis, the PPS system requires that two formal reviews are held during the PPS cycle:

a) The mid-year review - completed in April / May of the year of review.
b) The final review - completed in August / September of the year of review.  

The purpose of these formal reviews is to: 

a) Review actual performance against objectives and measures and consider whether each objective is completed, not completed or on-track. 
b) Review the development plan and note what has been achieved and what still needs to be achieved.
c) Recognise achievements and Identify achievements that were not part of the original objectives. 
d) Note barriers to performance and through a process of coaching and interaction develop action plans to resolve the barriers to performance. 
e) Give feedback to the line manager on the support agreed in the objective setting process. 

The final review has one further purpose, being to:

f) Advise the staff member of the recommended performance rating per the performance rating scale.

Formal reviews are forward looking and provide an opportunity for proactive coaching. They will be positive if: 

a) There is a clear understanding of the achievements against expectations. 
b) Line managers are sincere in recognition of achievements. 
c) Plans are developed to improve performance in a supportive climate. 


Step 6.1: formal review: mid-year review


The line manager sets up a meeting with the staff member, allocating enough time for a proper, rich and meaningful discussion.  Enough notice is given to allow both the line manager and the staff member to prepare (at least 5-7 days in advance).  The line manager gives the staff member information about what to expect to help him/her prepare for the meeting.   

The line manager needs to be familiar with the job requirements and objectives, and give feedback. The line manager revisits the staff member’s job requirements and objectives and prepares and provides evidence to support the feedback to the staff member.

Staff members are actively involved during these reviews.  It is the staff member’s responsibility to prepare for the reviews by reviewing their performance against the agreed objectives and measures, as well as the personal development plan, and to prepare evidence to support their views.  

At the performance review meeting, the line manager invites the staff member to start the discussion by giving feedback on the performance based on the supporting evidence.  The line manager then gives feedback to the staff member based on supporting evidence.   The line manager and staff member discuss the evidence against each objective and note the progress of each. 

During the meeting, the line manager creates an environment to minimise the anxiety normally experienced by both line managers and staff members during a performance review.  This includes minimising distractions during the meeting.


 (
THE PERSONAL PERFORMANCE SYSTEM AND COMPLETING THE 
PPS01
 FORM: 
The mid-year review occurs in April/May. 
The mid-year review formally 
assess
es
 progress against agreed objectives.
 
 Although 
no performance rating is given (this takes place at the f
inal 
r
eview in August/September) 
performance and progress is
 
reviewed and 
document
ed
.
  The mid-year review
 comments will serve as reminder
s
 when it comes to the 
fi
nal 
r
eview. 
Any changes in the university, department or faculty strategy, 
objectives, direction,
 or goals or 
an
y
 unanticipated challenge
s that 
may impact on staff member and their jobs
 are dealt with and planned for
. This may mean amending the agreed objectives
 or the 
PDP
.
 
 
In this case, revised objectives or a revised 
PDP
 will need to be documented, ‘Step 1’ of the 
PPS01
 should be amended, and these amendments documented and signed off.
The ‘Mid-year review comments’ column of ‘Step 6.1’ of the 
PPS01
 is completed (the rest of the information is copied from ‘Step 1).  The section is signed by both the line manager and staff member. 
  A copy of ‘Step 6.1’ of the form must be sent to your HR Advisor by 31 May of the year under review.  
)
















 (
Note
:
Signature by staff member denotes participation in the discussion, not necessarily agreement to the outcome
.
 
T
here should be no surprises at 
this review if the ongoing informal reviews were conducted properly.
)









Step 6.2: formal review: final review


The line manager sets up a meeting with the staff member, allocating enough time for a proper, rich and meaningful discussion.  Enough notice is given to allow both the line manager and the staff member to prepare (at least 5-7 days in advance).  The line manager gives the staff member information about what to expect to help him/her prepare for the meeting.   

The line manager needs to be familiar with the job requirements and objectives, and give feedback. The line manager revisits the staff member’s job requirements and objectives and prepares and provides evidence to support the feedback to the staff member.

Staff members are actively involved during these reviews.  It is the staff member’s responsibility to prepare for the reviews by reviewing their performance against the agreed objectives and measures, as well as the personal development plan, and to prepare evidence to support their views.  

At the performance review meeting, the line manager invites the staff member to start the discussion by giving feedback on the performance based on the supporting evidence.  The line manager then gives feedback to the staff member based on supporting evidence.   The line manager and staff member discuss the evidence against each objective and note the performance of each. The line manager evaluates the staff member’s overall achievement against the full set of objectives and advises the staff member of his/her overall recommended performance rating.

During the meeting, the line manager creates an environment to minimise the anxiety normally experienced by both line managers and staff members during a performance review.  This includes minimising distractions during the meeting.


Assessing and rating performance

During the final review meeting, the line manager evaluates the staff member’s overall achievement against the full set of agreed and documented objectives and measures.  

At the end of the formal review meeting the line manager formally assesses the performance and rates the staff member’s performance according to a performance rating scale which consists of a number of performance categories.  S/he then advises the staff member of his/her overall recommended performance rating.
 
The performance scale and categories are as follows:

	A
	B
	C

	Fully meets all objectives and all job requirements, and/or occasionally exceeds them. 
Demonstrates competence at/above the required level for the role.  
Always meets standards set, and/or occasionally exceeds them.  
Required level of performance for UCT to function optimally.
Does not require direct supervision.
Proactively consults with line manager on performance expectations.
Consistently pro-active in initiating and completing tasks/projects.

May qualify for ‘Exceeds’ award if performance exceeds this performance category.
	Meets most objectives and most job requirements most of the time.  
Competencies not always at the level required for the role.  
Standards are not always met.
Level of initiative is limited.
Some areas of the job require direct supervision and guidance.
OR
New to the job and has not yet had the opportunity to perform the full extent of the position.


May be on a PIP if performance has not improved over time.
	Meets few or no objectives and does not meet job requirements. 
 Little or no demonstrated competence at required job level for role or may be new and learning the role. 
Frequently underperforms with regards to standards set.
Frequent supervision and follow-up is imperative.
Shows little or no initiative.
Work quality hinders work of others. 

PIP should have been in place for existing staff for the last 3 – 6 months.  PIP should be instituted for new staff.  Performance to be reassessed after 3 - 6 months.



 (
Note
:
Job requirements refer to broad areas of responsibility within a job, hence a staff member’s job requirements consist of all 
KPAs
 contained in the Job Description. The level at which the staff member’s performance is measured and rewarded is based on how many of the job requirements s/he has met during the period under review. 
Where a staff member is new to the job, s/he may understandably not be able to or not be required to meet all job requirements, which may be related to a lack of experience, knowledge, skills and/or qualifications, or because they have not been employed for a full year.  Objectives set may therefore consist of only part of job requirements, particularly where an employee is new to the job.  This means that where a staff member has met this subset of the job requirements, s/he has not met all of the job requirements.
)














Line managers should be fully conversant with the performance rating scale and categories, be unbiased in their assessment and guard against the following common rating errors in an attempt to be as objective as possible: 

	Halo / horn effect
	One or two outstanding characteristics influence the appraisal to such an extent the line manager fails to consider remaining qualities.

	Constant error
	Unconscious bias results in consistently high or low ratings.

	Wrong standards
	Incorrect standards are applied (i.e. personal preferences).

	Misinterpretation 
	The staff member is assessed in terms of characteristics totally unrelated to the agreed objectives and job requirements.

	Evaluating the job
	The actual job is evaluated and not the performance of the staff member. The staff member must be assessed against the job requirements.

	Recent impressions
	Assessment should be based on sustained observation and constant revision throughout the year. The feedback from the ongoing review process assists the line manager to avoid this error. 

	Undue speed
	Hurried reviews are bound to be inaccurate.

	Isolated incidents
	These tend to affect the line managers overall assessment of the staff member.

	Careless attitude
	The personal performance system is not taken seriously enough.

	Rumours
	Performance assessments are based on rumours about a staff member’s performance. 

	Appearance
	Some line managers allow the staff member’s appearance or manner to influence their assessment.

	Fear
	Certain line managers have a subconscious fear of assessing others and subsequently confronting them with these assessments.

	Compassion
	Excessively high performance ratings based on compassion and sympathy are detrimental to the development of the staff member in the long run.


 (
THE PERSONAL PERFORMANCE SYSTEM AND COMPLETING THE 
PPS01
 FORM: 
The final review occurs in August / September.  
The final
 revie
w formally 
assess
es
 
performance
 
for the whole period of review 
against 
the 
agreed objectives
 and measures
.
 
 
A recommended performance rating is given and recorded. 
The ‘Final review comments’ column of ‘Step 6.
2
’ of the 
PPS01
 is completed (the rest of the information is copied from ‘Step 1).  The recommended performance rating is clearly recorded.  The section is signed by both the line manager and staff member. 
 A copy of ‘Step 6.2’ of the form must be sent to your HR Advisor by 30 September of the year under review.  
)













 (
Note
:
The line manager has final decision-making authority on the 
recommended 
performance rating at this stage.
  
 It is not necessary for the line manager and staff member to agree on the
 recommended
 performance rating. 
Signature by staff member denotes participation in the discussion, not necessarily agreement to the outcome
.
Both staff member and line manager have an opportunity to record comments on the rating. 
T
here should be no surprises at 
this review if the informal reviews and formal mid-year review were conducted properly.
)







Step 6.3: recording learning and development activities completed


Labour legislation requires that each employer submits an Annual Training Report (ATR) each year.  The ATR documents learning and development initiatives that were completed in the reporting cycle (from April to March each year). 

A record of learning and development activities completed is sent to the Departmental Administrator by 31 March of the year following the year of review, for inclusion in the UCT ATR.
 (
THE PERSONAL PERFORMANCE SYSTEM AND COMPLETING THE 
PPS01
 FORM: 
This part of the final review occurs 
August / September.
  Learning and development activities that have been completed during the year of review are documented in ‘Step 6.3’ of the 
PPS01
 form.  The section is signed by both the line manager and staff member.
A copy of ‘Step 6.3’ of the 
PPS01
 form is sent 
to 
your HR Advisor and 
Departmental Administrator by 
28
 
February
 of 
the year following
 
the 
year
 of review, 
for inclusion in 
the 
UCT Annual Training 
Report
.
)










Step 6.4: formal review: performance rating consistency check


In any typical organisation performance ratings will fall within a normal distribution curve.  In high performing areas the distribution curve may skew more to the right. In under-performing areas the distribution curve may skew more to the left. Performance ratings across UCT should fall within the normal distribution curve, with the majority of staff falling into the performance category A.


Example of a normal performance distribution curve, ‘A’ being the 60th percentile 

To ensure that the system and the performance rating scale is consistently applied across the university, a consistency check is necessary.  The performance rating consistency check process is held at a line manager, HOD, Dean/ED and Central Committee level to: 

a) Review all performance decisions across staff
b) Examine and interrogate broader performance patterns and trends across sections and departments.

In the first instance, the line manager should ensure that s/he is making consistent performance decisions between staff within his/her own section or department.  

HODs must then ensure that line managers within their area are consistent across their area.  In turn, Deans and Executive Directors need to ensure consistency across departments.   (E.g. a poorly performing department should have lower ratings on average than a high performing department). A faculty or departmental performance rating consistency check meeting or process is held, and motivations for ‘Exceeds’ awards are also considered here.  

Lastly a Central Committee, involving representatives from each faculty and PASS department, reviews the ratings. Motivations for ‘Exceeds’ awards are also considered by this committee.  The performance rating should not change at this stage if the line manager has applied his/her mind to the recommended rating.

Budget considerations must not influence rating decisions. 

Once confirmed by the Central Committee, the line manager informs the staff member of their final performance rating.  





Recognising exceptional performance: Exceeds 1 and Exceeds 2 awards


Should the staff member be rated ‘A’ and have shown exceptional performance, either the PASS staff member or a peer of the PASS staff member or the the line manager of the PASS staff member may motivate for that staff member to be awarded an ‘Exceeds 1’ or ‘ Exceeds 2’ award. 

Criteria may include but are not limited to the following:

	Exceeds 1
	Exceeds 2

	Meets full definition of ‘A’ performance category and often exceeds most objectives and job requirements.
Demonstrates skill, competence and knowledge above the required level for the role.
Often exceeds standards set.
Has performed an unusual activity over and above the requirement of the job to the benefit of the Department or Faculty.
	Meets full definition of ‘Exceeds 1’
Exceeds objectives and job requirements.
Demonstrates skill, competence and knowledge far above the required level for the role.
Significantly exceeds standards set.
Has performed an unusual activity over and above the requirement of the job to the benefit of the University.





 (
THE PERSONAL PERFORMANCE SYSTEM AND COMPLETING THE 
PPS02
 FORM: 
Should the staff member be rated ‘A’, and should either the PASS staff member
, a peer of the PASS staff member,
 or the line manager
 
of the PASS staff member
 wish to motivate for that staff member to be awarded an ‘Exceeds 1’ or 
‘ Exceeds
 2’ award, then the 
PPS02
 form should be completed and submitted
 immediately after the Final Formal review.  This form is sent to t
he line manager for signature
 (
should the motivation not b
e submitted by the line manager), then the 
H
OD
 for signature
 (
should the motivat
ion not be submitted by the 
HOD
), and then the 
Dean or Executive Director
.  The signatory will record whether or not they support the motivation and why.
O
nce completed, this form will be submitted by the Dean or Executive Director of the Faculty or Department, for discussion and consideration at the Faculty or Departmental Performance Rating Consistency Check meeting.
  
Successful m
otivations are then sent to the Central Committee for consideration
Should this meeting consider the motivation to be unsuccessful, or should this meeting change the level of award (from Exceeds 2 to Exceeds 1, or vice versa), then the 
HOD
 will inform the staff member.  The staff member may then decide whether s/he would like the original motivation to be submitted to the Central Committee for consideration.  
)













 (
Note:
In terms of remuneration, the performance category ‘A’ is aligned to the 60
th
 percentile of the National All Jobs Market.  This means that the salary level is above the average salary level that other employers pay.  
)















Until the end of step 6, the focus is on the performance of the staff member against job requirements (the Performance Development Cycle), and no salary considerations impact on this process.  Steps 7 – 9 complete the Pay-for-Performance cycle, deal with the salary considerations and result in a pay outcome. 


Step 7: pay-for-performance process: line manager recommends pay outcome



The outcome of step 6 is a final performance rating.  It is against this performance rating that the line manager now recommends a pay outcome and links the staff member’s performance ratings with salary. 

Once the UCT Employee’s Union (UCTEU) and UCT management have concluded the annual salary negotiations and the new pay scales finalised, the HR Advisor guides line managers through the process of recommending pay outcomes for his/her staff members.  Line managers are supplied with an excel sheet for completion.
 
To ensure that the system and the pay scales are consistently applied across the university, a consistency check is necessary.  In the first instance, the line manager ensures that s/he is making consistent pay decisions between staff within his/her own section or department.  HODs ensure that line managers within their area are consistent across the department.  

Recommended remuneration levels may change during the internal consistency review process. 

 (
Note:
Depending on the agreement reached between the 
UCTEU
 and UCT Management, line managers may have discretion within a salary band for each of the performance rating categories
 for each 
payclass
.  In this case, the line manager must consider all of his/her staff of the same 
payclass
 falling within the same performance category
,
 to ensure internal consistency and equity.  Considerations include:
That a
 review discussion has taken place with the staff 
member,
 and a performance rating has been agreed
.
 
The assessment must be based on perform
ance since the last pay review.
The assessment must be based on measurable, documented job objectives and performance against these objectives. 
The recommend
ed
 placement in 
the 
range 
is subject to review by 
the internal 
consistency review
 committee, and so could change
.
 
P
otential for bias that may affect the assessment. 
Recommendations must be defendable with examples and evidence.
Joint decisions may be necessary either where there is a joint manager or dual reporting responsibilities. 
That t
his process is most effective where there have been on-going reviews during the course of the year. 
)



Step 8: pay-for-performance process: internal consistency review


In turn, Deans and Executive Directors need to ensure equity and consistency across their faculty or department.  Recommended pay outcomes are compared across the faulty or department by a faculty or department internal consistency review committee consisting of the department or faculty management team.  The purpose of this review is to ensure the consistent application of salary allocation principles across the faculty or department.  

Performance ratings cannot be changed at this stage.


 (
Note:
Where the performance distribution curve shifts more to the right from one year to the next (meaning the average performance rating has increased) this would require additional funding. The Executive Director or Dean would need to motivate to the central planning and budgeting committee with reasons for the request. 
)




























Step 9: pay-for-performance process: central consistency review


Finally, a central consistency review committee, consisting of DVCs and other representatives from faculties and PASS departments, ensures consistency across departments through a central consistency review process.  Recommended pay outcomes across the university are reviewed to ensure the consistent application of salary allocation principles across the institution.  

The central consistency review committee: 

a) Examines patterns and trends across PASS departments and faculties. 
b) Compares performance ratings with the salary allocation distribution.
c) Ensures that budget principles are upheld. 

Once the central consistency review committee is satisfied, the committee makes a recommendation for sign-off to the Vice Chancellor. 




Step 10: pay-for-performance process: advising the staff member of the pay outcome

Once the Vice Chancellor signs off the recommendation made by the central consistency review committee, the Human Resources Department processes the increases and prepares increase letters.   The HR advisor distributed the increase letters to the line managers.  It is only at this stage that the line manager can confirm the precise pay outcome. 

The line manager advises each staff member of their precise pay outcome.  The manager explains the applicable pay scales and structures to the staff member and gives the reason for the staff member’s particular pay-outcome.  It is advisable to discuss the actual Rand amount rather than the percentage increase.  The pay outcome should not come as a surprise as the staff member should be aware of their final performance rating.

The line manager will explain the appeal process should the staff member indicate that they do not agree with the pay outcome and reasons given.


Appealing the pay outcome decision


The purpose of the appeal process is to give a staff member access to recourse if they do not agree with the pay outcome and with the reasons given. The staff member can follow this process in cases where: 

a) No objectives were agreed or documented between line manager and staff member 
b) Any additional objectives were not agreed or documented 
c) No formal performance reviews occurred 
d) The procedure followed was unfair. 
e) The outcome was unreasonable in terms of performance objectives that were set. 
f) Or under circumstances agreed under prevailing substantive agreements 

The appeal process is as follows: 

	Stage 1
	The staff member discusses the issue with the immediate manager and attempts resolution.

	Stage 2
	If there is no satisfactory resolution in stage 1, the staff member has recourse to a Dean or Executive Director within 10 days of the outcome of the rating.

	Stage 3
	If the appeal remains unresolved after stage 2, the staff member has a further 10 days within which to appeal to an Appeal Tribunal, chaired by the Executive Director: HR.




The appeal will be concluded within 15 days of the date that the appeal was filed. 

The HR Advisor is available to guide line managers and staff members through the process.




High level timeline


	
Action
	Documentation
	Responsible
	Deadline

	Set objectives and PDP
	PPS 01
	Line manager
	28 February

	Send PDP information to Departmental
Administrators for Workplace Skills Plan
(WSP)
	PPS 01 ‘Step 3’
	Staff member
	31 March

	Mid-year formal review 
	PPS 01
	Line manager
	31 May

	Final formal review. 
Motivate for ‘Exceeds’ award.
Advise staff member of placement in performance range.
	PPS 01
PPS 02
	Line manager
	30 September

	Determine pay outcome
	Template
Guideline
	Line manager
	Timeline to be
advised by HR
Advisor

	Internal consistency review committee
	Template
	Dean/Executive
Director and
senior reports
	Timeline to be
advised by HR
Advisor

	Communicate pay outcome
	Increase letter
	Line manager
	On receipt of letters and prior to
payday where
adjustments are reflected





[bookmark: _Toc286230283]Annexure A: how to choose KPAs


This guide was developed during the 2009 Personal Performance System Project, as a supplementary guide to using the Personal Performance System (PPS) system, to assist PASS staff and line managers of PASS staff to identify Key Performance Areas (KPAs) for use in the PPS system.  

A KPA (key performance area) is a broad term used to describe distinct areas of responsibility within a role.

This guide provides a comprehensive list of defined KPAs for all PASS jobs at UCT.  It is these pre-defined KPAs which are to be used in the PPS system.

These KPAs were developed in 2009 through in-depth consultation and focus-group discussions with representative PASS staff in differing jobs throughout the university.

The steps to identify KPAs relevant for a particular job are as follows:

1. Identify the Job Family to which the job belongs.
2. Identify the relevant function within the Job Family.
3. Identify the relevant KPAs for the specific job 


How to identify the Job Family to which the job belongs

All UCT PASS staff roles have been grouped into five job families depending on the primary nature of work performed within the role.  Although likely to improve consistency across campus, this grouping is not intended to be prescriptive and staff members should decide which paragraph describes their activities accurately. 

Read the broad descriptions below and select accordingly.

	Job Family
	Description

	Administrative support
	The primary function is administrative, clerical or secretarial. Jobs are generally well-defined however they may involve unforeseen occurrences/situations that require reliance on previous experience. Staff members in these roles are typically engaged in administrative and finance activities within faculties or PASS departments. They would decide on how best to carry out operations within a selected process. Examples would include admin assistants, secretaries, finance officers, residence officers, faculty officers, amongst others. 

	Managers
	The primary function is management of a section. Responsibility includes the tactical implementation of strategic decisions within a function. Staff members in these roles are likely to be specialists who spend most of their time managing at least two staff levels. They are directly involved in policy development and have discretion over the deployment of resources including people, finance and technology. Examples would include Faculty Operations Manager, Pharmacy Manager, QA Manager, Communications Manager, amongst others. 

	Operations

	The primary function is skilled activities in a craft or trade or general operations. Jobs are generally well-defined however they may involve unforeseen occurrences/situations that require reliance on previous experience. Staff members in these roles typically spend their time ensuring the smooth running of facilities and services. They would decide on how best to carry out operations within a selected process. Examples would include all artisans, traffic wardens, workshop and laboratory assistants, theatre and stage staff, amongst others. 

	Specialist support

	The primary function is to provide specialist academic, institutional or student support services. Responsibility includes interpretation of an overall plan and translation of the plan into action. Staff members in these roles typically spend most of their time with students and academic staff in support of the academic project or student development or they are engaged in activities that are central to the running of the university. They are likely to hold post graduate academic qualifications. They may be first level supervisors within their immediate area of expertise. Examples would include librarians, psychologists, accountants, lawyers, HR/CMD/DAD specialists, amongst others. 

	Technical and scientific support

	The primary function includes technical duties. An understanding of the theory and or systems behind job processes is required at this level before jobs can be performed successfully. Staff members in these roles offer specialised technical and scientific support to either a faculty or the university as a whole. They are highly skilled and typically ensure that staff and students have ongoing access to technical infrastructure. They also educate users. Examples would include technical officers, scientific officers, IT specialists, graphic designers, set designers, amongst others. 




How to identify KPAs 

Once you have identified the job family use this section to select job specific KPAs for the review period.  KPAs should be picked from the general column and the functional grouping under which the job falls.  There should be no more than 5-8 KPAs for a full-time job.  

	Administrative support



This job family includes staff whose primary function is administrative, clerical or secretarial. Staff members in these roles are typically engaged in administrative and finance activities. They may be located within faculties or PASS departments and responsibilities may include:

· Overseeing and carrying out office operations 
· General administrative tasks 
· Responding to student requests for information 
· Resolving student complaints about service and accounts 
· Payroll, benefits and general HR administration 
· Initiating purchase orders and procurement 
· Various financial transactions like payments and receipts, cost recoveries, etc. 

Administrative Support Staff should select KPAs from the General column and then add those specific to their area of expertise from the Functional columns.




	General KPAs

	General and office administration
Monitoring, evaluation and reporting
Health and safety
Resource administration
Diary management
Front office assistance
Purchase orders and procurement
Website maintenance

	Functional KPAs

	Human Resources
	Students
	Finance
	Library

	HR administration
Payroll administration
Benefit administration
	Student admissions
Registrations
Examinations
Graduations
Committee administration
Publications
Course administration
Policy and information management
	Funds management
Asset management
Financial queries
Payments and receipts
Reconciliations
Cost recovery
Education and training
	Front line reference work
Technical/back office support
Collection 
maintenance
Supervise student assistants
Maintain stock
Monitor library use




	Managers



This job family includes managers whose primary function is management of a section. Staff members in these roles are likely to be specialists who spend most of their time managing at least two staff levels. Their responsibilities may include:

· Directing work activities 
· Ensure that organisational strategic intent is expressed through the practices used 
· Determine practices to be used and select those appropriate to the conditions faced 
· Continually refine and improve practices 
· Making the most of all resources including people, finances and technology 
· Integrates all parts of the operational unit 
· Managing and building relationships 
· Establishing policies and procedures 
· Leading people 

Managers should select KPAs from the General column and then add those specific to their area of expertise from the Functional columns.  Suggested KPAs may include any of the following but not be limited to:

	General KPAs

	Strategy development, policy and execution
Operations management
Resource management:
· Finance
· Budget
· Technical
·  People
Stakeholder relations management and partnerships
Monitoring, evaluation and reporting
Project management

	

	

	

	

	

	




	Functional KPAs

	Facilities
	Students
	Finance

	Health and Safety Management
Transport and logistics management
Hazardous waste management
Management and maintenance of teaching facilities
Vendor/SLA/Contractor management
	Student administration
Academic planning and administration
Student support
Committee administration
Education and training
Publications
External accreditation
	Planning/ Budgeting and controlling/ Monitoring
Financial and general
Costing of Prog/Dept/Div
Education and training
Joint medical staff claim
Cost recovery
Research funding

	Research
	Development
	Library

	IP management
Contract negotiation
Education and training
	Maximize foundations, corporates, trusts funding and partnership opportunities
Manage development and alumni working group
Stewardship to donors
Knowledge management
Technical leadership in documentation and communication
Prospect research
	Vendor / SLA / Contract management
Collection development and management
Acquisitions
Education and training
Research support
Information access and management

	Human Resources
	Marketing
	Planning

	Remuneration management
Payroll administration
Benefit administration
Resource/ Talent management
Staff development and OD
Employment relations
	Media management
Stakeholder communication
Online communication
Marketing communication
Relations development
Visitors
	Quality assurance and improvement
Social responsiveness
Approval and accreditation for new programmes
Professional service to UCT planning committees
Programme and qualification mix

	IT
	Registrar
	Theatre

	Team leadership and management
Technical leadership
Vendor/ SLA/ 
Contractor management
Design and manage infrastructure and services
	Professional legal services
Advise on draft legislation and legal compliance
Administration of student discipline
Committee services
Archival services
Legal documents and rules
	Vendor / SLA/ 
Contract management
Fundraising
Play production
Event management
Sales and audience development
Publicity and media
Merchandising
Dramaturgy
Facilities management
Front of house management

	Academic

	Committee related processes
Marketing and communication
Manage UCT's graduate opportunities programmes and events
Manage the development of the interactive web-based database
Building the cross-faculty employers forum
Research graduate employment and recruitment trends
Manage Alternative Admissions Research Project






	Operations



This job family includes staff whose primary function is skilled activities in a craft or trade or general operations. Staff members in these roles typically spend their time ensuring the smooth running of facilities and services.

Suggested KPAs may include any of the following but not be limited to:

	General KPAs

	Planned maintenance
Unplanned maintenance
Health and safety management
Theatre construction
Dressmaking
Inspections
Investigation and evaluation
Printing
Procurement
Monitoring, evaluation and reporting
Administration
Traffic control




	
Specialist support



This job family includes staff whose primary function is to provide academic, institutional or student support services. Staff members in these roles typically spend most of their time with students and academic staff in support of the academic project or student development or they are engaged in activities that are central to the running of the university. They are likely to hold post graduate academic qualifications. They may be first level supervisors within their immediate area of expertise.

Specialist Support Staff should select KPAs from the General column and then add those specific to their area of expertise from the Functional columns. 

Suggested KPAs may include any of the following but not be limited to:

	General KPAs

	Administration
Monitoring, evaluation and reporting
Education and training
Project management
Team supervision

	

	







	Functional KPAs

	Finance
	Marketing
	Human Resources

	Asset/liability management
Cash forecasting
External and government reporting
Financial analysis and evaluation
Financial control
Cost control
Debtors/ creditors
	External/ internal communication
Media relations
Fundraising
Photography
Manage image archives
Functions
Events coordination
Database management
Editing
Corporate website
Website development and support
	HR consulting / coaching
Relationship building
HR policy and procedure management
Recruitment and selection
Employment relations
Remuneration
Training and development
Organisation development
Health and safety

	Students
	Library
	Academic

	Health and wellness education
Student wellness advocacy
Clinical work
	Collection development and management
Acquisitions
Research support
Information access and management
	Project coordination
Participant management
Assessing education and training needs
Course development
Marketing COL courses
Stakeholder relations management and partnerships
Summer school




	Technical and scientific support



This job family includes staff whose primary function includes technical duties. Staff members in these roles offer specialised technical and scientific support to either a faculty or the university as a whole. They are highly skilled and typically ensure that staff and students have ongoing access to technical infrastructure. They also educate users.

Technical and scientific staff should select KPAs from the General column and then add those specific to their area of expertise from the Functional columns. 

Suggested KPAs may include any of the following but not be limited to:

	General KPAs

	Project management
Operations management
Monitoring, evaluation and reporting
Resource management
·  Finance
·  Budget
Technical
People
Education and training
Research support
Design and development
Health and safety management

	Functional KPAs

	Faculties
	IT
	Theatre

	Technical support
Hazard waste management
Materials preparation and control
Laboratory/ workshop management
Instrument management
Website maintenance
Printing
Curating
	User support
Documentation
Database management
Website management
Continuous professional development
	Prop making
Costume making
Technical stage support




Annexure B: how to choose competencies


This guide was developed during the 2009 Personal Performance System Project, as a supplementary guide to using the Personal Performance System (PPS) system, to assist PASS staff and line managers of PASS staff to identify competencies for use in the PPS system.  

A competency is a term that describes the knowledge, skill, attitudes or behaviour required to perform the KPAs within a role.

This guide provides a comprehensive list of defined competencies for all PASS jobs at UCT.  It is these pre-defined competencies which are to be used in the PPS system.

These competencies were developed in 2009 through in-depth consultation and focus-group discussions with representative PASS staff in differing jobs throughout the university.

The steps to identify competencies relevant for a particular job are as follows:

1. Identify the Job Family to which the job belongs.
2. Identify the relevant Function within the Job Family.
3. Identify the relevant KPAs for the specific job 
4. Identify the relevant competencies needed to perform the KPAs to the required standard.

The following 32 competencies are needed, in varying combinations, by PASS staff at UCT.  The appendix also gives a listing of suggested competencies per Job Family, however, you are free to choose any from the categories below that will provide you with the ability to deliver your KPAs for the review period. 

Read the whole list before making your selection. The categories are not mutually exclusive (i.e. you can select from more than one category).  You should select between 6 and 8 competencies.

	Competencies
	Description

	These competencies are usually required by all staff at UCT:

	Client/student service
	Making clients/students and their needs a primary focus of one's actions; developing and sustaining productive client/student relationships.

	Communication
	Listening effectively, sharing information, ideas and arguments both oral and written, with diverse audiences, using a variety of communication modes appropriate to the situation.

	Building interpersonal relationships
	Developing and maintaining positive interpersonal relationships with others; displaying empathy; creating an institutional climate in which people from different cultures feel welcome.

	These competencies are usually required by those managing people and/or departments:

	People management including performance management
	Using appropriate interpersonal skills to gain commitment from staff; motivating and guiding others to accomplish work objectives by helping to set clear performance expectations; monitoring and guiding progress; seeking and giving feedback.

	Resource management
	Obtaining and managing resources (people, material, information, budget, time) effectively in order to deliver excellent service/achieve outcomes in accordance with self-imposed standards of excellence.

	Decision-making and problem-solving
	Ability to analyse a situation, identify the underlying problem, conceptualise solutions, consider alternatives and implement the most appropriate action whilst drawing from a range of resources, contexts and experiences.

	Facilitating change
	Encouraging others to seek opportunities for different and innovative approaches to addressing problems and opportunities; facilitating the implementation and acceptance of change within the workplace.

	Building partnerships
	Identifying opportunities and taking action to build strategic relationships between one's area and other areas, teams, departments, or organisations to help achieve UCT goals.

	Functional leadership
	Using appropriate interpersonal style, typically one that is facilitative, influential and enabling, to gain acceptance of ideas or plans within area of expertise.

	All jobs require specific knowledge or skill unique to the required task. Choose one of the following three core competencies:

	Technical/Professional knowledge and skill
	Attaining a satisfactory level of technical and professional knowledge or skill in position-related areas; keeping up with current developments in area of expertise.

	Administrative knowledge and skill
	Ability to deliver an effective administrative and clerical support function including computer literacy.

	Task related knowledge and skill
	Attaining a satisfactory level of skill to perform tasks whether craft, trade or operational.

	The following competencies may be required for a variety of jobs. In addition to those above, select only those absolutely core to your job. Take care not to select those that may already be described:

	Planning and organising
	Effectively planning, scheduling and controlling activities; identifying, integrating and orchestrating the resources (people, material, information, budget, time) required to accomplish goals. Managing own time effectively. Do not select this if you have already selected Resource Management.

	Results focused
	Staying focused on the efforts necessary to achieve quality results consistent with institutional and departmental goals and demonstrating the ability to achieve effective results.

	Safety awareness
	Being aware of conditions that affect others safety; actively monitoring, recording and educating others around unsafe acts and unsafe conditions. Maintaining safety standards within a designated area.

	Formal presentation
	Presenting ideas effectively (including nonverbal communication and use of visual aids) to staff members or groups when given time to prepare; delivering presentations suited to the characteristics and needs of the audience.

	Sales ability/persuasiveness
	Using appropriate interpersonal styles and communication methods to gain acceptance of a product, service, or idea from prospects and clients.

	Negotiation
	Effectively exploring alternatives and positions to reach outcomes that gain the support and acceptance of all parties.

	Adaptability
	Maintaining effectiveness when experiencing major changes in work tasks or the work environment; adjusting effectively to work within new work structures, processes, requirements, or cultures. Do not select this if you have already selected Facilitating Change.

	Developing others
	Planning and supporting the development of staff members' skills and abilities so that they can fulfil current or future job/role responsibilities more effectively; building confidence and capabilities of others through coaching. Do not select this if you have already selected People Management.

	Quality commitment
	Accomplishing tasks by considering all areas involved; consistently showing concern for all aspects of the job; accurately checking processes and tasks; being watchful over a period of time. Do not select this if you have already selected Resource Management.

	Work standards
	Setting high standards of performance for self and others; assuming responsibility and accountability for successfully completing assignments or tasks; self-imposing standards of excellence rather than having standards imposed. Do not select this if you have already selected Resource Management.

	Impact
	Creating a good first impression; commanding attention and respect; showing an air of self- confidence; behaving assertively.

	Creativity and innovation
	Generating and promoting new ideas and using them to develop new or improved processes, methods, systems, solutions, products or services.

	Information management
	Establishing and maintaining ongoing procedures to collect, review and share information needed to manage an organisation or ongoing activities within it.

	Managing conflict
	Dealing effectively with others in an antagonistic situation; using appropriate interpersonal styles and methods to reduce tension or conflict between two or more people.

	Stress tolerance
	Maintaining stable performance and composure under pressure or opposition (such as time pressure or job ambiguity); handling stress in a manner that is acceptable to others and to the organisation.

	Teamwork
	Actively participating as a member of a team to move the team toward completion of goals; developing and building cohesive team relations to produce required outputs.

	Continuous learning
	Actively identifying new areas for learning; regularly taking advantage of opportunities to learn; applying new knowledge and skill appropriately.

	Initiating action
	Taking prompt action to accomplish objectives; taking action to achieve goals beyond what is required; being proactive. Do not select this if you have already selected Decision-making and Problem-solving.

	Research support skills
	Ability to apply knowledge and skills to support the research process.

	Budgeting skills
	Ability to interpret and manage a budget within budgeting guidelines.





	Administrative support



Suggested competencies may include any of the following but not be limited to:

· Planning and organizing 
· Building interpersonal relationships 
· Communication 
· Adaptability 
· Work standards 
· Information management 
· Client/student service 
· Stress tolerance 
· Administrative knowledge and skill 
· Initiating action 
· Safety awareness 
· Budgeting skills 

	Managers



Suggested competencies may include any of the following but not be limited to:

· Safety awareness 
· Communication 
· Building interpersonal relationships 
· Decision-making and problem-solving 
· Building partnerships 
· Negotiation 
· Facilitating change 
· People management including performance management 
· Impact 
· Resource Management 
· Client /student service 
· Technical/professional knowledge and skill 


	Operations



Suggested competencies may include any of the following but not be limited to:

· Safety awareness 
· Building interpersonal relationships 
· Communication 
· Adaptability 
· Quality commitment 
· Client/student service 
· Task related knowledge and skills 
· Initiating action 

	Specialist support



Suggested competencies may include any of the following but not be limited to:

· Planning and organizing 
· Building interpersonal relationships 
· Communication 
· Adaptability 
· Work standards 
· Results focused 
· Client/student service 
· Stress tolerance 
· Decision-making and problem solving 
· Technical/professional knowledge and skill 
· Building partnerships 
· Teamwork 
· Continuous learning 
· Research support skills 

	Technical and scientific support



Suggested competencies may include any of the following but not be limited to:

· Planning and organizing 
· Building interpersonal relationships 
· Communication 
· Adaptability 
· Developing others 
· Quality commitment 
· Client/student service 
· Technical/professional knowledge and skill 
· Creativity and innovation 
· Safety awareness 
· Formal presentation 
· Research support skills 
· Budgeting skills 


[bookmark: _Toc286230284]Annexure C: how to prepare for a performance review discussion

Both the line manager and staff member should prepare thoroughly for any performance review discussion in order to actively and effectively contribute to this discussion.  This document provides a list of questions that both parties can use in this preparation.  

Start by reviewing Key Performance Areas (KPAs), objectives and SMART measures (including due dates).  Then answer:

	[bookmark: _Toc286230285]Results Delivered



How have I/has my staff member performed in each of the Key Performance Areas? 

What specific accomplishments and results have been achieved?

	[bookmark: _Toc286230286]Value Added



How have I / has my staff member contributed to the achievement of the department’s performance goals?

	[bookmark: _Toc286230287]
Performance Gaps



What performance results or targets did I / my staff member not achieve?

What affected my / my staff member’s performance negatively? (Consider factors within and outside of your control).

What could I / my staff member have done differently to improve the performance and the results that were achieved?

	[bookmark: _Toc286230288]Skills Development Areas



What competencies [skill/knowledge/behaviours] do I / does my staff member need to develop in order to improve performance?

	[bookmark: _Toc286230289]Performance Goals



What are my / my staff member’s performance priorities for the next 6 months?

What changes should be made to the KPAs, objectives or SMART measures?

	[bookmark: _Toc286230290]Manager / Team Support



What support would I need from my manager or team to accomplish my goals? / What support would I need to give my staff member in order to accomplish the goals?







[bookmark: _Toc286230291]Annexure D: documentation

PPS01

http://web.uct.ac.za/depts/sapweb/forms/pps01.doc



PPS02

http://web.uct.ac.za/depts/sapweb/forms/pps02.doc 
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