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1 Introduction

Integrated Development Planning and Performance Management were introduced to
realise the developmental role of local government.

Whilst the IDP provides a framework for strategic decision-making, performance
management must ensure that the desired results are achieved during implementation to
ensure the correctness of the strategic direction of the objectives, strategies and projects

put forward by the IDP.

Performance management is a strategic approach to management, which equips
leaders, managers, workers and stakeholders at different levels with a set of tools and
techniques to regularly plan, continuously monitor, periodically measure and review
performance of the organisation in terms of indicators and targets for efficiency,

effectiveness and impact.

A Performance Management System (PMS) entails a framework that describes and
represents how the municipality’s cycle and processes of performance planning,
monitoring, measurement review, reporting and improvement will be conducted,

organised and managed, including determining the different role players.

This policy document guides the development of a PMS for the Drakenstein Municipality
(DM). It also forms the basis of aligning the Integrated Development Plan (IDP) with the
operational business plans, performance areas and performance indicators of the

various departments of the DM.

One of the hallmarks of leading-edge local governments has been the successful
application of performance measurement to gain insight into, and make judgements
about, the municipalities and the effectiveness and efficiency of its programmes,
processes, and people. However, leading municipalities do not stop at the gathering and

analysis of performance data. These municipalities use performance measurement to




drive improvements and successfully translate vision and strategies into action. In other

words, they use performance measurement processes for managing their municipalities.

People determine the performance capacity of municipalities and are therefore crucial
for the Drakenstein Municipality to align the strategy of its business with its intangible
assets, namely knowledge, creativity, innovation, employees skills and organisational
culture. The importance of performance management on creating jobs, housing,
community safety, social infrastructure and the delivery of basic services is underrated
because many performance management systems are complex and burdensome. The
amount of paperwork is also to be blamed for the pitfalls of performance systems in
South Africa.

It is the intention of this delivery-focused policy framework to create a platform and
infrastructure to manage the DM as a leading-edge municipality in South Africa.

The purpose of this policy is to make provision for the development of a Performance
Management System for Drakenstein Municipality and to establish a culture of
performance management in terms of the requirements and provisions of Chapter 4 of
the Municipal Systems Act, 2000 (Act 32 of 2000).

2. Background

The Municipal Systems Act of 2000, requires local governments to develop a PMS. It
concludes that Integrated Development Planning, Budgeting and Performance
Management are powerful aspects that can assist municipalities to develop an
integrated perspective on development in their area. It is against this background that
this policy document for developing and implementing a PMS for the Drakenstein

Municipality (DM) should be approached.




The broad functions of a policy document of this nature are to:

» standardise terminology
» provide a broad framework which will enable adjustments and

refinements over time

» give direction for processes to effectively implement policy

» phase in policy implementation

» comply with regulations under the Municipal Systems and Financial
Management Acts

The scope of this policy document covers all categories of DM staff.

The purpose of this policy document is to (within the legal framework of the Municipal
Systems Act) develop a performance management framework for the DM. This
framework caters for the initiation, development, implementation, reporting and

rewarding of performance management within the Municipality.

The policy framework offers the DM a platform to implement, assess, monitor, measure,
review, manage and reward performance throughout the municipality. It is important to
note that a PMS is dynamic and will change and develop over time to reflect the unique
features of the DM environment. This policy framework aligns itself with improved
performance in the DM with the express aim of achieving its stated objectives and levels

of performance.

A “system” implies the integration of all processes, which collectively cause such a
system to function. A system is therefore made up of separate, but inter-related parts or
components that are linked together and which, collectively operate as a system.
Performance management is largely dependent on other processes like the IDP,
budgeting and human resources management and development. A Performance
Management System (PMS) therefore also integrates distinctive processes or
components around performance in order for such a system to be developed, managed
and operated.




3. Policy & Legislative Overview

The following Policy and Legislative provisions governs performance

management in the local government sphere:

3.1  White Paper on Local Government (1998)

The White Paper on Local Government (1998), introduced the practice of performance
management for local government as a tool to facilitate their developmental role. Such
practice further serves to increase the accountability of the municipality and the trust of the

community in such municipality.

3.2 Constitution of the RSA, 1996

The Constitution of the RSA, 1996, Section 152, which deals with the objects of local
government, paves the way for performance management with the requirements for an
“accountable government”. Many of the democratic values and principles in terms of
Section 195(1) of the Constitution can also be linked with the concept of performance
management, with reference to the principles of, inter alia, the promotion of the efficient,
economic and effective use of resources, accountable public administration, displaying
transparency by making available information, being responsive to the needs of the

community, and by facilitating a culture of public service and accountability amongst staff.

3.3  Municipal Systems Act, 2000 (Act 32 of 2000)

The Municipal Systems Act, 2000 (Act 32 of 2000) also picks up on these concepts and
principles of accountability in Sections 4, 6, and 8. Section 11(3) specifically states that a
municipality exercises its executive or legislative authority by, inter alia, “the setting of
targets for delivery; monitoring and regulating municipal services provided by service
providers; monitoring the impact and effectiveness of any services, policies, programmes

or plans; and establishing and implementing performance management systems.”




Chapter 6 of the Systems Act deals specifically with performance management in local

government.

In terms of Section 38, a municipality must establish a Performance Management System
(PMS); promote a culture of performance management among political structures, office
bearers & councillors and its administration, and administer its affairs in an economical,

effective, efficient and accountable manner.

Section 39 stipulates that the Executive Committee (Exco) is responsible for the
development of a PMS, for which purpose they may assign responsibilities to the
Municipal Manager. The Exco is also responsible for submitting the PMS to Council for
approval. Section 40 stipulates that a Municipality must establish mechanisms with which
to monitor and review the PMS.

In terms of Section 41, the core components of a PMS are to (i) set Key Performance
Indicators (KPIs), (ii) set measurable performance targets (PTs), (iii) monitor performance
& measure and review annually, (iv) take steps to improve performance, and (v) establish

a process of regular reporting.

Section 42 requires that the community, in terms of the provisions of Chapter 4 of the Act,
which deals with Public Participation, should be involved in the development,
implementation and review of the PMS, and also that the community be involved with the
setting of KPIs & PTs for the municipality. In terms of section 43 the general key

performance indicators to be applied by all municipalities may be prescribed by regulation.

Section 44 stipulates that the KPIs and PTs in the PMS of the municipality must be made

known both internally and externally in a manner described by the Council.

In terms of section 45, the results of the performance measurement must be audited as
part of the internal auditing processes and annually by the Auditor General. Section 46
also requires that the municipality prepare an annual report consisting of a (i) performance
report, (i) financial statements; (iii) audit report on financial statements; and (iv) any other
reports in terms of legislative requirements. This report must be tabled within one month of

receiving the audit report. In terms of section 46(3) the Municipal Manager must give




proper notice of meetings at which the annual report will be tabled and submit information
on same to the Auditor General & the MEC for Local Government. Section 46(4) stipulates
that a Municipality must adopt the annual report and make copies available within 14 days,
to the Auditor General, the MEC for Local Government and any others as may be

prescribed by regulation.

3.4  The Municipal Planning and Performance Management Regulations
(No 796, 24 August 2001)

The regulations deal with provisions for the following aspects of the PMS:

@ The framework that describes and represents the municipality’s cycle and
processes for the PMS and other criteria and stipulations [S7], and the
adoption of the PMS [S8];

(b) The setting and review of Key Performance Indicators (KPIs) [S9 & 11];

(c) The General KPIs which municipalities have to report on [S10], and which

include:
(0 Households with access to basic services
(i) Low income households with access to free basic services

(iii) Capital budget spent in terms of the IDP

(iv) Job creation in terms of the LED programme

(v) Employment equity with target groups in the three highest levels of
management

(vi) The implementation of work skills plan

(vii)  The financial viability of the municipality.

(d) The setting of performance targets, and the monitoring, measurement and
review of performance [S 12, 13];
(d) Internal Auditing of performance measurements [S14];

(e) Community participation in respect of performance management [S15]




3.5 Local Government: Municipal Performance Regulations for Municipal
Managers and Managers directly accountable to Municipal Managers,
2006 (No R. 805, 1 August 2006)

These regulations seek to set out how the performance of Municipal Managers and
Managers directly accountable to Municipal Managers will be uniformly directed,

monitored and improved. The regulations includes the following:

@ Chapter 2 deals with the requirements and provisions of the employment
contracts;

(b) Chapter 3 deals with the performance agreements, which must include
prescribed Key Performance Areas and Core Competency Requirements.

(© Chapter 4 deals with the content of a Job Description for Municipal

Managers.

4, Performance Management Perspective

In accordance with the Policy and Legislative rationale, the following provisions will
serve to guide the development and implementation of the performance management
system:

4.1  Main principles for performance management

The following principles will serve to inform and guide the performance management
system:

@ The PMS must be feasible in terms of the resources available and
appropriate to the circumstances of the municipality. The cost of the PMS
must therefore not exceed the benefits that are derived from it. For this
reason the PMS must not be complex in nature and should thus ensure

that the municipality can operate and maintain such system without huge




4.2

(b)

costs or effort. The PMS must, however, have the necessary integrity to

serve the purpose it is intended for; and

A PMS must serve as an enabling mechanism and emphasis must be
placed on the importance of supporting employees in achieving their
performance objectives and targets. Performance monitoring and
assessment must thus be viewed and treated as a means to facilitate
performance through appropriate, but reasonable support in the case of
underperformance, and not serve as a means for unjust disciplinary action.
The implementation of performance management, which involves
monitoring and evaluation, will be approached as “performance facilitation”
in order to place the emphasis on the enabling of performance. The
monitoring and assessment of individual performance must at all times be

impartial, fair and objective.

Purpose of Performance Management System

(@)

(b)
(€)
(d)

(e)
(f)

(9)
(h)

Translate its vision, mission and IDP into clear measurable outcomes,
indicators and performance levels that define success, and that are
shared throughout the municipality and with DM’'s customers and
stakeholders.

Provide a tool for assessing, managing, and improving the overall health
and success of business processes and systems.

Create a culture of best practices.

Continue to shift from prescriptive and simply audit oversight to ongoing,
forward-looking and compliance-based strategic partnerships involving
inter alia agencies, communities, citizens and other stakeholders.
Promote accountability.

Include measures of quality, cost, speed, customer service, and
employee alignment, motivation, and skills to provide an in-depth,
predictive PMS.

Create pressures for change at various levels.

Replace existing assessment models with a consistent approach to

performance measurement and management.




4.3

(@)

(b)

(©)

(d)

(€)

(f)

(9)

0] Achieve sustainable improvements in Service Delivery to the community

)] Link IDP to team (departmental) and individual performance

Objectives of performance management

In general, to establish a productive and performance-orientated culture in the
municipality and to ensure that services are rendered efficiently, effectively and
with the desired impact;

At strategic level, to ensure that the strategies of the municipality are appropriate
and successful for the achievement of the strategic objectives through the
implementation of the IDP. In short, it must ensure that the correct things are being
done;

At operational level, to facilitate a collective effort towards the achievement of
strategic objectives of the municipality through the successful implementation of
actions and the execution of functions and duties, the optimal use of resources,
and the creation of means and opportunities to address and improve performance.
In short, it must ensure that the things are being done correctly;

At individual employee level, to have clarity regarding job expectations and to
provide regular feedback on performance and to participate in efforts to address
and improve performance;

At Councillor level, to facilitate positive leadership and ensure accountability for the
decisions that direct municipal service delivery; and

For the community, to understand the type, level, standard and timing of services
that they may expect from the municipality and to receive feedback on such
progress and success.

For service providers who render contracted services to the municipality, to

stipulate, agree on and monitor the deliverables and such specifications.




5. Performance Management Context

5.1 Performance Management Compliance

To ensure full compliance the municipality will:

(@)
(b)

(€)

(d)

(€)

(f)

()]

(h)

Make change happen by mobilising the municipality.

Clarify and manage roles, responsibilities and expectations between the
public and the municipality, between politicians and officials and among

officials.

Communicate these roles, responsibilities and expectations within the

municipality and to the public.

Deepen democracy by encouraging public participation through the
communication of performance information and the creation of

appropriate mechanisms.

Create a mechanism for efficient decision-making on the allocation of

resources.

Introduce a diagnostic tool that indicates that the municipality is doing
things right and also doing the right things.

Redefine if necessary the incentive structure by rewarding successes and
alternatively identifying opportunities for growth, learning and

development.

Ensure that the process of developing the system will be inclusive,
participatory, transparent, simple and realistic, fair/objective,

developmental and non-punitive.




5.2 Overview of Performance Management System

The Municipal System Act requires municipalities to develop a PMS suitable for their
own circumstances and must therefore continuously ensure that the PMS is relevant and

realistic and performance driven.

The PMS will cover the following two aspects:

(a) PMS Policy Framework. It describes and represents how the municipality’s cycle
and processes of performance planning, monitoring, measurement, review,
reporting and improvement will be conducted, organized and managed, including

determining the roles of the different players.

(b) Performance management model. It represents all the administrative products of
the implementation of the PMS Policy framework, and includes formats with
choices about what aspects or dimensions of performance will be measured.
Different models give different pictures of performance by emphasizing different
measurable dimensions. The model that a municipality develops will influence
which indicators it decides to use, and how it will group these indicators together
into areas of performance. Practical guideline document(s) should be developed

to encapsulate the performance model for the municipality.

In developing a PMS, it must be ensured that the system:

() Complies with all the requirements set out in the Municipal Systems and

Financial Management Acts, and associated regulations.

(i) Demonstrates how to operate and managed the system from the planning

stage up to the stages of performance review and reporting

(iii) Clarifies the roles and responsibilities of each role player, including the

local community, in the functioning of the system

(iv) Clarifies the processes of implementing the system within the framework

of the IDP process




()] Determines the frequency of reporting and the lines of accountability for

performance

(vi) Relates to the municipality’'s employee performance management

processes

(vii)  Provides for the procedure by which the system is linked to the

municipality’s Integrated Development Planning processes
5.3 Components and Levels of Performance Management
Performance management will be conducted in two distinct components, and each such
component on two different levels to deal with different aspects of performance
information.
5.3.1 Organisational Performance Management
Organisational performance management deals with the performance of the organisation,

and consist of two separate, but inter-related levels which each deals with a specific

aspect of performance.

Table 3.1: Organisational Performance Management Components

Development Status:
Strategic KPI's
(Outcomes Targets)

Corporate SDBIP:
High level strategic
deliverables

Annual Report

Business/ Functional
SDBIP: Detailed
operational deliverables

Service Level Compliance:
Operational KPI's
(Output Targets)

Sustainability Report
Service Delivery
and Budget
Implementation
Plan




(@)

(b)

Strategic level performance

Strategic level performance deals with measuring the success of the municipality in
achieving its developmental agenda by means of implementing the IDP and its
associated Operational Business Plans. Such performance overview will also

provide the overall status on the sustainability of the municipality.

() In terms of the IDP, performance measurement should chiefly inform the
organisation if it is doing the right things to produce the desired outcomes/
impact to achieve its vision. This is achieved by measuring the
developmental state through such outcome targets.

(i) In terms of the associated Operational Business Plans, performance
measurement should chiefly inform the organisation if it is doing the
required things right by producing the necessary outputs or deliverables to
achieve the desired outcome or impact at strategic level. This is achieved

by measuring the compliance with service level standards.

Operational level performance

Operational level performance deals with business operations for the purpose of
measuring whether the operational service delivery targets have been successfully
achieved through the implementation of Operational Business Plans. Such
performance are monitored and measured in terms of Service Delivery and Budget

Implementation Plans (SDBIP).

(0 In terms of the IDP, the high level organisational SDBIP informs the
organisation if it's operational performance in terns of strategic high-level

service delivery targets.

(i) In terms of the associated Operational Business Plans, the respective
associated SDBIP’s informs the organisation if it's operational performance

in terms of specific operational service delivery targets.




5.3.2 Individual Employee Performance Management

Employee performance management deals with the performance of individual staff
members, and informs the municipality if its staff measures up to their respective job
expectations and delivering on their job targets that contribute towards the operational
targets and ultimate development agenda of the IDP. Employees will be dealt with in two
separate classes which needs to be managed differently.

(@) Municipal Manager and Managers directly accountable to the Municipal Manager

In accordance with the provisions of the Municipal Systems Act, 2000 (Act 32 of
2000), individual performance agreements that are linked to remuneration benefits
will be entered into with the Municipal Manager and all other management staff
who are directly accountable to this position.

(b) All permanent appointed staff

Individual performance agreements will be developed for all permanent appointed
staff in accordance with their job descriptions and job expectations in terms of
relevant Operational Business Plans. For staff in management and/or supervisory
positions, the relevant SDBIP will serve as a major source for developing such

performance agreements.

5.4 Performance Management of Service Providers

In accordance with the applicable legislative requirements, any service
provider to the municipality should also be subjected to the measurement of

performance.

The Supply Chain Management Function will be responsible to develop,
implement, and coordinate the performance management of service

providers in terms of the SCM processes, whilst the applicable service




department who procure and make use of such service providers, will be
operationally responsible to apply and manage such performance of the

subject service provider.

6. Institutional Context for Performance Management

6.1 Integration between IDP and PMS

The IDP process and the performance management process are seamlessly integrated.
The IDP fulfils the planning stage of Performance Management and Performance
Management fulfils the implementation management, monitoring and evaluation of the

IDP process.

The IDP and PMS processes therefore needs to be viewed and managed as an integral
part of each other. Although the development of the PMS is a separate process, it has
very strong parallels with the preparation and development phases of the IDP. It is also
crucial that the continuous development of the PMS identifies overlaps and is used to
calibrate the synergies between the IDP and performance measurement and
performance management of the DM. To ensure an effective basis for performance
management, the IDP process also needs to identify the associated steps for the PMS at

each stage to provide for the requirements of the PMS.

6.2 Integration between components and Ilevels of performance

management

The performance management process must take regard to the inter-relationships
between the different components and levels of performance management and must be
fully integrated and aligned during implementation. Such integration will compliment the
strategic planning and management process to ensure that a collective contribution

towards achieving the overall development agenda is reached.




6.3 Staff participation in and capacity development for performance

management

It is necessary to involve all staff at all levels in the performance management process, be
it for either the organisational or individual employee components. Each manager/
supervisor must make a consertive effort to introduce, involve and train all staff members
on the theory and practice of performance management. Participation by staff in
organisational performance will ensure buy in and a better understanding of staff’s

particular individual position and role in the bigger development agenda pf the IDP.

In the light of performance facilitation, it is therefore also important to build the necessary
capacity amongst staff members in terms of performance management. Such capacity
building may include, amongst others, the necessary training, support, and mentoring on

performance management.

6.4 Performance Auditing

Performance auditing, as a legislative requirement, must be part of the internal auditing
processes and should be carried out on a regular basis during monitoring, evaluation and
assessment of performance. The necessary mechanisms, systems and processes must
be developed in terms of the provisions of the applicable regulations for performance
auditing. A performance audit committee must also be appointed and fulfils its duties in

accordance with the provisions of the applicable regulations.

6.5 Community Participation in performance management

The community needs to be involved in the development of KPIs, as well as the
monitoring, evaluation and assessment of performance as provided for in terms of the
provisions of the applicable regulations. The community also needs to be informed about
KPIs and performance. The different roles at each stage of the PMS process must be
determined during the performance management cycle. The structures and processes for
this public participation will be managed in accordance with the provisions of the council’s

policy on participative governance and communications.




7. Roles and Responsibilities in Performance Management

In terms of applicable legislative prescriptions and good practise, the following

roles and responsibilities in the PMS process will apply:

7.1 Roles in Performance Management

The most important role players with regard to developing and managing the PMS, are the
Executive Committee or Executive Mayor and his or her committee, whichever the case
may be, the Municipal Manager, Heads of Departments, the IDP Manager, and the
Internal Auditor.

The Municipal Systems Act (2000) places the responsibility on the Council to adopt a
PMS, while holding the Executive Committee or Executive Mayor and his or her
Committee; whichever the case may be, responsible for the development and

management of the system.

The Executive Mayor of DM delegates the responsibility for the development and
management of the performance management system to the municipal manager, who
will be assisted by a PMS Project Team.

7.2  Delegation to manage the Performance Management System

The Municipal Manager will, in terms of Section 38 of the Municipal Systems Act , 2000
(Act 32 of 2000), be responsible to develop, uphold, and manage the PMS, as directed by
the Executive Committee or Executive Mayor and his or her Committee, whichever the
case may be.

7.3  Responsibilities in Performance Management

In developing and managing the PMS, the Municipal Manager will be assisted as follows:




(@)

(b)

()

(d)

. (e)

The official responsible for the strategic management functions of the IDP/
PMS will assist to uphold and implement the PMS process in general, and
specifically facilitate and coordinate organisational performance
management;

The official responsible for the human resource management function will
facilitate individual employee performance management;

The Senior management team will be principally be responsible for the
implementation of the PMS, and in accordance with their managerial
function and organisational functions and duties, collectively drive all
components and levels of performance management in practice.

The official responsible for the internal auditing function will be responsible
for the performance auditing functions measurements in terms of Section
45 of the Municipal Systems Act, 2000 (Act 32 of 2000);

The official responsible for the financial services function will be

responsible for the financial related information of the PMS.

7.4  Performance Management Project Team

To assist the Municipal Manager in the task of developing and implementing the PMS, he

or she may appoint a PMS Project Team in accordance with such mandate and applicable

terms of reference to fulfil such anticipated task. The PMS Project Team will operate

under the guidance of the Municipal Manager who will always serve in the capacity as

Project Leader of the PMS Project Team.

The PM Team should be responsible for the following core activities:

(@)
(b)

(c)
(d)

(€)

Responsible for the development and implementation of the PMS.
Ensuring the implementation and compliance of all legal aspects in
respect of the PMS policy.

Facilitating further development and refinement of the PMS.

Continuously supporting implementation, assessment, review, monitoring
and computerising of the process.

Responsible for compiling the annual status report to the Council.




The Municipal Manager and the PM Team will have the authority to appoint and

co-op:

0] Specialists to assist with its core responsibilities. Co-opted
specialists should have practical experience of the South African
local government environment.

(i) Departmental co-ordinators to assist with the development and
implementation of the organisational PMS.

The PM team will report to the Municipal Manager, who will in turn account to the
Executive Mayor and finally Council.

8. Performance Management Process

To facilitate the development, implementation and ongoing annual management of the
PMS an appropriate implementation strategy, preferably based on the IDP process and

as part of an overall strategic management system, must be developed and reported on.

The responsible officials will keep the municipality informed about the transformation,

development, implementation and review of the PMS in order to:

e Communicate these roles, responsibilities and expectations within the

municipality and to the public;

e Encourage public participation through the communication of performance

information and the creation of appropriate mechanisms;

e Ensure that the process of developing the system will be inclusive, participatory,
transparent, simple and realistic, fair and objective, developmental and non-

punitive. As already stated, this PMS must serve as an enabling mechanism and




emphasis must be placed on the importance of supporting employees in achieving
their performance objectives and targets;

e On the introduction of the PMS, officials will be made aware of and understand
the need for performance management. This will include the principles that will
govern its development and use in the municipality. The municipal leadership
must ensure that performance management establishes the accountability of the
municipality to the citizens and communities, of the administration to the Council,

of line functions to executive management and of employees to the municipality.

The performance management process follows a cycle of actions that involve planning,
implementation, monitoring, evaluation, assessment (measurement), review, reporting,
improvement and auditing. These actions can be divided into three distinct phases,
namely: the performance planning phase, followed by the performance facilitation phase,

and finally, the assessment and review phase.

8.1 Planning for Performance Management

The purpose of the performance planning phase is to develop the necessary performance
products that will make the measurement of performance possible. It involves decisions on

what should be measured, how, when and by whom it would be measured.

The IDP and its associated Operational Business Plans to facilitate its operationalisation,
delivers products such as a set of delivery priorities that are translated into strategic and
operational objectives, key performance areas and a set of identified activities and
projects that contribute to the achievement of the aforementioned and a financial plan.
These priorities and associated development agendas are essentially the issues that the

municipality pronounces to focus on to address the needs of the community.

The statement of objectives requires a tangible, measurable and unambiguous
commitment, which is achieved by developing a range of performance indicators to
identify what will be measured, and the performance targets to actually measure the
performance. The performance model will determine the architecture of the performance

planning formats.




8.1.1 Key Performance Indicators (KPIs):

A Key Performance Indicator (KPI) qualifies the main aspect that needs to be achieved
and thus measure the progress being made in achieving the objectives. It should therefore
specify the object or deliverables to be achieved and the means by which it will be
measured. Depending on the nature of such KPI, it may also include specifications
regarding the quantity and standards of the object, and usually includes the timing or
projected phasing of delivery.

Key Performance Indicators may be both strategic and operational in nature. The KPI's
must be relevant to the competencies of Local Government. The number of indicators
should serve the purpose of providing an adequate view of performance. For this reason
there should not be not too few to skew the picture nor be too many to make it costly and
unmanageable. A balanced set of indicators that cover most areas should preferably be

used.
Indicators should also be set for all entities and service providers when service delivery
agreements are entered into. Such indicators are to be informed by the relevant KPls.
The municipality will use indicators as a communication tool between all levels of staff,
and between the administration and council. It will also serve to identify the gaps
between IDP strategies and the operational plans of the various departments.
All indicators should be measurable, simple, precise, relevant, adequate and objective.

(@) Types of Indicators

The following types of indicators will be used:

() Baseline indicators

These are indicators that measure conditions before a project or

programme is implemented.

(i) Input Indicators




(iii)

(iv)

These are indicators that measure what it costs the municipality to
purchase the essentials for producing desired outputs (economy),
and whether the municipality achieves more with less, in
resources terms (efficiency) without compromising quality. The
economy indicators may be the amount of time, money or number

of people it took the municipality to deliver a service.

Output Indicators (measures of success)

These are the indicators that measure whether a set of activities
or processes Yyields the desired products or deliverables. They
thus measure effectiveness — i.e., doing things correctly, and are
typical associated with operational KPI's. They are usually
expressed in quantitative terms.

Outcome Indicators

These are the indicators that measure the impact or net effect of
the products or services of the products/programmes in terms of
the achievement of the overall objectives. These indicators are
strategically the most important to determine. It is thus about the
relationship between outputs and outcomes and measures if the
outputs succeed in achieving the desired outcomes or

improvements, i.e. doing the right things.

The municipality does not always have full and complete control
over those aspects that are measured by outcome indicators. It
thus measures the influence it has on conditions or developments
in the area. As it is the strategic objectives of the IDP that should
determine the desired outcomes of activities, it is important to
determine if the outputs over which we have control, are the correct

ways with which to address such issues.




(b) Identification of Indicators

The following aspects will be considered when identifying indicators:

e Priorities and objectives and key performance areas set in the
IDP.

e The activities and processes identified in the IDP for achieving the
developmental objectives as well as the earmarked resources.

e Whether data is available for its measurement in the municipal

area.

(© Setting of KPIs

Key performance indicators must be set in respect of each of the
development priorities and objects referred to in section 26(c) of the Act.
It must also be ensured that key performance indicators inform the
indicators set for all its administrative units and employees as well as
every municipal entity and service provider with whom the municipality

has entered into a service delivery agreement.

The following SMART criteria will apply for the objectives, KPAs and
KPI's:

S - specific

M - measurable
A - achievable
R - realistic

T - time-framed
(d) National KPIs
General key performance indicators are prescribed in terms of Section 43

of the Municipal System Act (2000). The municipality takes cognisance of

these indicators and will report on them as is required by the Act.




(e) Review of KPIs

The municipality will review its key performance indicators annually as
part of the performance review process or whenever it amends its IDP in
terms of Section 34 of the Municipal System Act (2000).

8.1.2 Performance Targets

Performance targets are the planned level of performance or the milestones the
municipality sets for itself for each indicator identified. A baseline measurements and
service standards must be identified, which will serve as the measurement of the chosen
indicator(s) at the start of the period. In setting targets, it is important to know how the
municipality is performing at the current moment. This step also tests whether the
chosen indicator is in fact measurable and whether there are any problems. The targets
need to be realistic, measurable and be commensurate with available resources and

capacity.

The public need to be consulted on their needs and expectations in setting a target.
Politicians need to give clear direction as to the importance of the target and how it will
address the public need. Targets should be informed by the development needs of

communities and the development priorities of the municipality.

The municipality must for each financial year set performance targets for each of the key
performance indicators set by it. A performance target must be practical and realistic. It
must measure the efficiency, effectiveness, quality and impact of the performance of the
municipality. It must also identify administrative components, structures, bodies or
persons for whom a target has been set. It is important that the set target is
commensurate with available resources and the DM'’s capacity. Finally targets need to
be consistent with the municipality’s development priorities and objectives set out in its
IDP.




In order to measure progress in terms of a target during monitoring and evaluation (as
discussed below), intermediate milestones, if applicable, should be specified with the

same criteria as for performance targets.

8.2 Performance Facilitation

The purpose of the performance facilitation phase is to monitor, evaluate, review and
report on performance. Performance monitoring is an ongoing process that runs parallel
to the implementation of the agreed IDP, and is informed by the targets and milestones
determined during the planning phase. It should thus serve as an early warning
mechanism to determine if the plans are delivering the outputs according to

specifications, and if such outputs have the desired outcomes or impact.

During the annual cycle of performance measurement, the progress on performance in
terms of reaching strategic objectives and the implementation of operational action plans,
should be monitored on a regular basis. Formal monitoring should be done on regular but

reasonable intervals, and can be complimented by a system of informal monitoring.

Any problems experienced with regard to implementation, as determined through
monitoring, should be addressed by identifying the reasons for such underperformance.
The mechanisms and support required to facilitate enhanced performance must also be
identified and put in place. During monitoring the reasons and/ or causes for
underperformance must therefore be considered, as well as any measures that were
already being implemented during implementation to address such underperformance.
This information must be used to determine the appropriate corrective actions with which

to improve performance.

8.2.1 Performance Assessment and Reviews

Performance monitoring is done in accordance with performance assessments and
reviews. Performance assessment represents an analysis, which requires the
interpretation of the measurements to determine the status of targets, to determine the

reasons for deviations and consider and recommended corrective action.




Performance review is a process where the municipality, after measuring its own
performance, assesses whether it is doing the right thing. The first method to conduct
performance reviews is to look at whether the current level of performance is better than
that of the previous year, using baseline indicators. The second method is to look at the
municipality’s performance by comparison with other similar ones, by way of a
benchmarking exercise. The third method is to look at what the people think about the
performance of the municipality across the range of services, by way of customer

surveys or other community feedback mechanisms.

This review approach is consistent with the “best value” review framework of challenge,
compare, consult and compete. The framework calls for the municipality to challenge the
current level of performance, compare it to others, consult with the customers or
communities and find ways of competing with others to provide best value in service

delivery.

The final end-year assessments serves as the basis for the IDP review, which includes the
necessary amendment of indicators and the setting of new targets and milestones. The
final performance assessment must also be audited as part of the internal auditing

process.

@ Who Conducts Performance Assessments and Reviews?

It is crucial that line managers are continuously analysing the measurements that
they are generating. They are best placed, having an in-depth understanding of
their sector, to analyse whether targets are met currently, and will be met in the
future, what the contributing factors are to the level of performance and what
remedial action needs to be taken. This will constitute a preliminary analysis and
should be done by respective line managers for objectives and indicators that lie

within their area of accountability.




It is useful to have a corporate analysis of performance. This analysis should
examine performance across the municipality in terms of all its priorities. To be

successful, capacity for this level of analysis should be available.

In order to fulfil the objective of ensuring accountability, performance reviews are

conducted in terms of the ongoing monitoring, evaluation and reporting phase.

8.2.2 Monitoring and Evaluation Framework

The monitoring framework must:

¢ Identify the roles of the different role players in monitoring and measuring the

municipality’s performance.
¢ Allocate specific tasks to the gathering of data and submission of reports.

¢ Determine the data that must be collected in order to assess performance, how
that data is to be collected, stored, verified and analysed and how reports on that

data are to be compiled.
e Provide for reporting to the different role-players and stakeholders.

e Be designed in a manner that enables the municipality to detect early indications

of under-performance.
e Provide for corrective measures where under-performance has been identified.

e Compare current performance with previous performance by using previous

targets/ milestones and/ or baseline indicators.

The municipality must accordingly develop and implement mechanisms, systems and
processes for the monitoring, measurement and review of performance in respect of the

performance indicators and performance targets set by it.




The guidelines for the monitoring system are as follows:

Supervisors

Monitor and Review performance of individuals or groups of employees
reporting directly to them, depending on the type of employee PMS
that is adopted

Technical and

Operational Managers

Monitor and Review operational SDBIP performance monthly and

Strategic Service Delivery Compliance annually.

Executive Management
(Municipal Manager and
his / her Management

Team

Monitor and Review strategic SDBIP performance quarterly and
Strategic Sustainability annually:

* Review performance in order to intervene promptly on operational
matters where poor performance or the risks thereof occur.

* Review performance before reporting to politicians so that they can
prepare, control the quality of performance reports submitted and
ensure that adequate response strategies are proposed in cases of
poor performance.

* Review performance prior to being conducted by standing, portfolio or

committees.

Standing/ Portfolio

Committees

Monitor and Review performance of functions respective to their
portfolios, i.e. Operational SDBIP’s quarterly and Strategic Service
Levels Annually.

Mayoral Committee

Monitor and Review performance of the administration, and should
remain strategic. Strategic SDBIP quarterly and Strategic Sustainability
annually. The Municipal Manager should remain accountable for

reporting on performance at this level.

Council Monitor and Review performance of the Municipal Council, its
committees and the administration on an annual basis, in the form of a
tabled annual report at the end of the financial year.

Public Monitor and Review performance of the Municipality and public

representatives (Councillors) in the period between elections. It is
required by legislation that the public be involved in reviewing

municipal performance at least annually.

Table : Lines of Accountability in respect of Performance Monitoring




8.2.3 Improving Performance

While good and excellent performance must also be constantly improved to meet the
needs of citizens and improve their quality of life, it is poor performance in particular that
needs to be improved as a priority. In order to do this, it is important that the causal and

contributing reasons for poor performance are analysed.

Poor performance may arise out of one or more of the following:

e Poor systems and processes.

e Inappropriate structures.

e Lack of skills and capacity.

¢ Inappropriate organisational culture.
e Absence of appropriate strategy.

e Lack of commitment form individuals

To improve performance, the appropriate response strategy should be chosen:

e Restructuring is a possible solution for an inappropriate structure.
e Process and system improvement will remedy poor systems and processes.

e Training and sourcing additional capacity can be useful where skills and capacity

are lacking.

e Change management and education programmes can address organisational

culture issues.

e The revision of strategy by key decision-makers can address shortcomings in this

regard.

e Consideration of alternative service delivery strategies should be explored.




Performance analysis is a requirement in order to identify poor performance. The
Municipal Manager must implement the appropriate response strategy to improve

performance.

8.2.4 Reporting on Performance

Reporting on performance measurement is an integral part of performance management
and requires that the municipality document the relevant and useful performance
information in a simple and accessible format, and present this information to the

specific target group.

Performance management in local government is a tool to ensure accountability, and it
is necessary that the reporting process follow the lines of accountability in terms of the
monitoring framework as provided for during the performance cycle. The report format

should be based on the formats provided for such purpose.

@) Tracking and Managing the Reporting Process

To ensure that the reporting process runs smoothly and effectively, it will
be necessary to centrally coordinate, timetable, track and monitor
reporting processes and analyse performance reports at an

organisational level.

(b) Publication of Performance Reports

Two types of performance reports will be compiled, a technical and
popular performance report. The annual report is required by legislation to
be made available to the public. It is advisable that, within the resources
and capacity as well as the restraints of the DM, the public be more
frequently informed of performance information through accessible media

means.




9.

(c)

(d)

(e)

Public Feedback Mechanisms

Public feedback on reported performance can be obtained if the
municipality institute dedicated mechanisms for submitting such feedback
and the public is made aware of such mechanisms. Such mechanisms
should be considered in terms of the municipality’s communication

strategy and policy on participative governance.

Public Hearings

Public hearings can be held to report to communities on municipal
performance and engage communities in a review of past performance
and the identification of future priorities. These public hearings can be
held as often as the municipality can afford, within resources and capacity

restraints.
Performance Report to PAWC.
An annual performance report in accordance with the requirements in

terms of the applicable legislation must be compiled and submitted to the

MEC for Local Government.

Performance Auditing

In order for the PMS to enjoy credibility and legitimacy from the public and other

stakeholders, performance reports will be audited. Audits should ensure that reported

performance information is accurate, valid and reliable.




9.1 Legal Requirements

The requirement according to the Municipal Systems Act (2000) is that the annual
performance report must be audited internally, before being tabled and made public. The
Auditor General will also audit its annual performance report/questionnaire after being
reviewed by the Council. The annual report must then be audited by the Auditor General
and thereafter be submitted to the MEC for local government in the province. The MEC
is required to complete a consolidated annual report of the performance of all
municipalities in the province, identifying poor performing municipalities and proposing
remedial action. The MEC must then submit it to the national minister. The national

minister will present a consolidated report of all nine provinces to parliament.

9.2 Internal Audits

Over and above the legal requirements, at least bi-annual performance reports tabled to
the Mayoral Committee must undergo some form of internal audit. A variety of social,
economic and service delivery indicators should be audited. Where the internal audit
capacity needs to be complemented with new skills, it is advisable to contract with
specialists in particular sectors. Often, over and above verification of information, audits

require more in-depth expert analysis of why poor performance is occurring.

It is important to involve stakeholders such as citizens, community organisations, Non
Governmental Organisations (NGOs), employees and trade unions in the audit process.
This will increase the credibility and legitimacy of the performance reports and the audit

process.

The municipality will develop and implement mechanisms, systems and processes for
auditing the results of performance measurements as part of its internal auditing

processes. Any auditing will include assessments of the following:




@) The functionality of the municipalty’s PMS.
(b) Whether the PMS complies with the Municipal Systems Act (2000).

(© The extent to which the performance measurements are reliable in

measuring performance of the set indicators.

9.3 Internal Auditors

The DM’s internal auditors must:
(a) On a continuous basis audit the performance measurements of the DM.

(b) Submit quarterly reports on their audits to the Municipal Manager and
Performance Audit Committee (PAC).

9.4 Performance Audit Committee

The municipality must on an annual basis appoint and budget for a PAC consisting of at
three to five members, the majority of which may not be involved in the municipality as a
councillor or an employee. The PAC must include at least one person who is
knowledgeable in performance management. The municipality may utilise any audit
committee established in terms of other applicable legislation as the envisaged PAC, in
which case the provisions of this sub-regulation, read with the necessary changes, apply

to such an audit committee.

The council of the municipality must designate a member of the PAC who is not a
councillor or an employee of the municipality as chairperson of the committee. If the
chairperson of the PAC is absent from a specific meeting of the committee, the members
present must elect a chairperson to act for that meeting. In the event of a vacancy
occurring amongst the members of the PAC, the municipality must fill that vacancy until

the vacancy is filled. The municipality will provide secretariat services for its PAC.

A member of the PAC who is not a councillor or an employee of the municipality may be
remunerated taking into account the tariffs determined by the South African Institute of

Chartered Accountants in consultation with the Auditor General.




The PAC must meet at least twice during the financial year of the municipality. A special

meeting of the PAC may be called by any member thereof. The PAC may determine its

own procedures after consultation with the Executive Mayor or the Executive Committee

of the municipality as the case may be.

The PAC must:

Review the reports submitted to it.

Review the municipality’s PMS and make recommendations in this regard to the

Municipal Council.

At least twice during a financial year submit an audit report to the Municipal

Council.

In reviewing the municipality’s performance and the management thereof, the PAC must

focus on the economy, efficiency, and effectiveness and impact in so far as the KPIs and

performance targets set by the municipality are concerned.

The PAC may:

Communicate directly with the Council, Municipal Manager or the internal and

external auditors.

Access any municipal records containing information that is needed to perform its

duties or exercise its powers.

Request any relevant person to attend any of its meetings, and, if necessary, to

provide information requested by the committee.

Investigate any matter it deems necessary for the performance of its duties and

the exercise of its powers.




10. Employee Performance Management

The performance of a municipality is integrally linked to that of staff. If employees do not
perform, a municipality will fail. It is therefore important to manage both at the same
time. The relationship between organisation performance and employee performance
cascades from the IDP to Operational Business Plans to Individual Performance

Agreements.

A performance agreement is an agreement between an employee (the Municipal
Manager or his direct reports) and his/her manager (Executive Mayor, or the Municipal
Manager), which regulates the performance required for a particular position and the

consequences of the performance.

The relationship between Organisational and Employee performance is aligned

throughout the PMS cycle, and also cascades through the ranks of staff.

The IDP yields a set of indicators and targets. These become an undertaking of the
municipality to the community. These should be incorporated into the Municipal
Manager’s performance agreement, as he/she is responsible for the implementation of
the IDP.

The Municipal Manager may assign relevant indicators to the managers reporting to him.
These indicators would then become the indicators and targets of such managers to be
incorporated in their performance agreement. The manager in turn may cascade these
indicators and targets to lower levels in line with the scope of responsibilities at that

level.

10.1 Employees Covered by the Municipal PMS




All staff will participate in the Municipal PMS. The staff will be divided into two categories

to manage and reward the performance of municipal employees.

(@)

(b)

Fixed term Contractual Staff

These include the Municipal Manager and Managers directly responsible
to the Municipal Manager. The Municipal Systems Act 32 of 2000
requires that the Municipal Manager sign a fixed term contract and a
performance agreement and suggests that the managers or executive
directors reporting to the Municipal Manager do the same. Performance
reward is directly linked to financial benefits. The performance of this
category of staff will be conducted and managed in accordance with the
applicable regulations. Where contracts has been entered into before the
effective commencement of this policy, and any provisions of subject
contract is not aligned with the provisions of this policy, such provision of
the subject contract will continue to apply until such contract has been

terminated in terms of the provisions of the subject contract.

All other staff not covered by the category of fixed term contractual staff.

Performance agreements will be entered with all staff in this category.
Such performance agreements, in format, detail and scope, should be
appropriate in accordance with the corresponding level of leadership and
responsibility. The link to and type of reward needs to be determined by

Council, but may be largely non-financial rewards.

10.2 Framework for Employee Performance Management

The Municipal Manager must, within the parameters of an employee PMS, set up a

detailed operational framework for employee performance of staff. Such framework

must inter-alia clarifies the different organisational staff levels and associated distinctions

in leadership roles.




The framework will be directed by the following parameters:

Contract staff

Non-contract
staff

Municipal Executive

Manager Directors

Type of review Performance Performance Job  Description/

Contract/ Agreement | Contract/ Agreement Performance
Agreement

Frequency of | Bi-annually Bi-annually Bi-annually

assessment

Responsibility for | Executive Mayor or | Municipal Manager or | Immediate

assessment/ through applicable | through applicable | Managers

Review regulations regulations

Reward system Bonus as per | Bonus as per contract Non-cash awards
contract

Internal Auditing Yes Yes Yes ¢

10. 3 Roles and Responsibilities in Employee Performance Management

10.3.1 Manager’s/Supervisor’s role in Performance Management

(@)

The Manager’s/Supervisor's role

Process includes the following:

in the Performance Management

Setting objectives with employees in such a way that continuous

improvement is encouraged

Monitoring employees’ performance against these objectives

Using performance management process to coach employees.

This

assessing their performance.

involves giving ongoing feedback to employees and




o Using reward and recognition to reinforce good performance
o Managing poor performance appropriately

o Training, coaching and developing employees

(b) To be successful in managing performance the Manager/Supervisor

needs to:

o Communicate the municipality’s strategic objectives and the
department goals to employees and show them how their work
contributes to the success of then Municipality

o Help employees to set challenging but realistic objectives and work
with employees to help them achieve these objectives

o Identify knowledge, skills and behaviours needed by the employee
to achieve the objectives and performance standards that have
been set

o Ensure that employees know what is expected of them and why

o Create a climate that encourages employees’ natural motivation. A
Manager/Supervisor must be aware of how his/her management
style impacts on the way it “feels” to work in his/her department

o Conduct a mid-year review with the employee to ensure that the
objectives are still relevant and to assess the employee’s progress
to date against the objectives

o Complete an individual learning plan together with the employee
that caters for the employee’s specific developmental needs in

relation to the Municipality.

10.3.2 Employee’s role in Performance Management

The employee must take an active role in the performance management

process. The employee’s role includes:

o Suggesting challenging but realistic objectives that will support the

Municipality’s strategies and departmental goals




o Developing and implementing action plans so that they can achieve their
objectives

o Taking responsibility for the standard of their performance by trying to
improve and develop themselves

o Keeping their Manager/Supervisor informed about how well they are
doing in relation to their objectives

o Keeping their Manager/Supervisor informed of any problems or potential
problems which may affect their ability to achieve some or all of their
objectives and performance standards

o Making suggestions on how they can improve their performance

o Asking their Manager/Supervisor for information, help or advice to assist
them in meeting their objectives

o Asking for feedback from others, including their Manager/Supervisor so

that they can monitor their own performance

10.4 Employee Performance Management Process Overview

Although the performance process are the same for all staff, there are distinct
differences between the “types or sections” of employees covered by performance
management in municipalities. The individual performance management process can be

divided into four phases.

10.4.1 The Planning Phase

(What is the employee expected to do this year)

During this phase the Executive Mayor and the Municipal Manager and then the
Municipal Manager and his/her direct reports, plan what work the Municipal Manager
and each Manager will be required to do during the financial year. This will chiefly be

informed by the IDP targets and associated organisational SDBIP.




This requires completing a performance plan which will detail what the Manager’s
objectives are, what the deadline dates and weightings are, and what the performance
indicators or evidence is that will be used to “prove” that the objectives have been

achieved.

This planning meeting will help to:
e Link individual work to the IDP of the Municipality;
¢ |dentify the knowledge, skills and behaviours needed to achieve the objectives;
e Help managers to start thinking about action plans in order to achieve the

objectives in the performance plan

From the management levels this exercise must be cascaded throughout the
organisation. Technical and Operational Managers performance plans will be informed
by the relevant Operational Business Plans and Associated SDBIP’s, and lower ranking
staff's performance plans will be informed by the immediate manager’s performance

plan.

10.4.2 The Coaching Phase

(How well is employee doing during the year)

Coaching must happen all the time so that the employee always knows how well he/she
is doing. Coaching can be informal or formal and it allows the employee to discuss with
his/her manager progress against the performance plan and to decide if anything needs

to be changed before the formal performance review in June.

The purpose of coaching is as follows:
¢ For the manager to make clear what he/she expects of the employee
e To give positive feedback when the employee does well; to let the employee

know when he/she is not doing something well and to help him/her to do it better

Managers must conduct formal quarterly reviews. The purpose is to give the employee
feedback on his/her performance thus far and check that the objectives are still relevant.

The employee will not be scored at this stage




10.4.3 The Reviewing Phase

(How well has employee done now that it is end of year)

This is a formal meeting between the manager and the employee at the end of the
financial year to rate the employee using the performance plan that was set at the

beginning of the financial year

@ Appeals Procedure

Should Employees not agree with the content of their performance
agreement after the planning discussion or with the final scores that are
allocated to them by their Manager/Supervisor after the review

discussions, they may elect to follow the municipal’s grievance procedure.

(b) Managing Poor Performance

Should an employee not be achieving the objectives in hi/her
performance agreement the Manager/Supervisor should assist the
Employee by managing his/her performance more closely. It is not
appropriate that the first time an employee hears about his/her non-
performance is at the formal performance review. Employees must be

coached and given feedback throughout the year.

Poor performance must be dealt with in accordance with the

municipality’s Managing poor performance policy.

10.4.4 The Rewarding Phase

(What recognition will employees get for outstanding performance)
A separate meeting should be held between the manager and the employee to show the

link between the employee’s final performance score and reward.




(@)

(b)

Rewards for fixed term contractual managers

For fixed term contractual managers this will be determined by the
relevant regulations. The reward meeting must be held after all the
performance reviews for the Municipal Manager and his/her direct reports
have been held and after the appropriate political authority have finalized
and agreed to the performance related pay for that particular financial

year.

Rewards for other staff

The performance reward system applied to fixed term contractual
managers is different from the performance reward system applied to the
rest of the employees. Their performance reward is not directly linked to

pay but non-cash rewards.

The advantages of non-cash rewards are:
e The “memory value” is high.
¢ The reward is reinforced by peer admiration.
e They can be tailored to municipality goals and individual
preferences.
e The municipality can control the duration and impact of these
type of awards.

e The reward can be instant and frequent.

There are three types of non-cash rewards within the PMS:

(1) Formal Rewards linked to personal assessment — this
reward is allocated to an individual and is determined by
the score on the employee’s assessment. The formal
rewards may include e.g. “free” leave days, attendance of
a conference/seminar relevant to his/her work, or a work
tool that will enhance his/her ability to perform better in

his/her job. Given out at the end of formal review, June.




10.5

(ii)

(iii)

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

Informal rewards — very low cost and linked to motivational

team building.

The framework and process for applying any of the above non-financial reward

schemes must ensure consistency, transparency, fairness and affordability.

Guidelines for

Agreements

Fixed Term Contractual Staff Performance

10.5.1 Link between a Contract of Employment and a Performance Agreement

The contract of employment and the performance agreement are separate documents

with different legal characters and consequences. The employment contact for the

Municipal Manager and the executive directors and managers reporting directly to him

should require that the parties conclude performance agreements within a reasonable

period of time. The employment contract should be directly linked to the performance

agreement, so that the results are measurable. In other words, it will impact directly on

the employment relationship if the performance agreement is not signed or fulfilled. The

diagram below illustrates the circular process of the above-mentioned link.

The following definitions are applicable:

Contract of Employment: An agreement in terms of which a person (the

employee) works for another (the employer) in exchange for remuneration.




e Performance Agreement: An agreement between an employee and his/her
manager, which regulates the performance required for a particular position and

the consequences of the performance.

e Performance Plan: A schedule to a performance agreement which sets out in
detail the performance requirements of the particular position referred to in the

performance agreement.

e Performance Charter: A performance charter is a working discussion document,

which describes the entire position.

10.5.2 Essential Features of a Performance Agreement (MSA 2000).

These essential features are as follows:

¢ It must be concluded within a reasonable period of time and thereafter within one

moth after the beginning of the financial year of the municipality (section 57
(2)(a)).

e Performance objectives and targets (section 57 (4)(a)) which are practical,
measurable and based on the key performance indicators set out from time to

time in the municipality’s IDP (section 57(5)).
¢ Time frames within which the performance targets must be met (section 57(4)(a).
e Standards and procedures for evaluating performance (section 57(4)(b)).

e The consequences of substandard performance (section 57(4)(c)

10.5.3 Guidelines and Documents for a Performance Agreement.

There are nine parts to the agreement (SALGA, 2003):
(@) Performance agreement.

(b) A statement about the purpose of the position.




(© A scorecard detailing key objectives and their related performance

indicators, weightings and target dates.

(d) Information about the knowledge, skills and behaviours required to

perform the job.
(e) Performance review procedure.
() Consolidated score sheet.
(9) Link performance to reward
(h) Individual learning plan./Personal Development Plan

(@ Control sheet.

10.6 Employee Development

10.6.1 The link to Training and Development

Every employee is required to have an individual learning plan (ILP) that is prepared at
the end of the formal performance review. These plans should form a key part of the
sills development planning process. Individual learning plans provide the opportunity for
Managers/Supervisors and employees to jointly identify training and development needs

in order to improve job performance and to support individual development.

The ILP, which must be completed annually, records the actions agreed to improve
performance and to develop skills and competencies. It must be developed to improve
the ability of the Employee in their current job but also enable employees to take on
wider responsibilities and extend their capacity to undertake a broader role where
appropriate. It should also contribute to enhancing the potential of individuals to carry
out higher-level jobs. This plan therefore contributes to the achievement of continuous
development of employees within DM. This ILP should be used by the head of the

department to develop a comprehensive unit level skills plan.

Managers are encouraged to use development activities other than training courses

when preparing the learning plan. Such development activities may include:




On-the-job training: This involves structured training in which the subject matter
expert within the department/unit works with the employee to build that
employee’s skill level

Involvement in specific project or task force

Secondment to another section/department to deepen understanding of work
flow

Self study: This requires employee to conduct research in a particular field/area
in order to develop knowledge in that field/area

Mentoring: This involves identifying a senior person within the department or
organisation who act as a teacher, role model, trusted advisor, challenger,
encourager and counsellor

Reading

Part time study

Delegation of an aspect of the Manager’s/Supervisor's work to the employee to

stretch the employee

10.6.2 Individual Learning Plans

The main benefit of individual learning plans are that it :

Provide a structured framework for assessing the skill needs of individuals
against organisational imperatives

Assist Managers/Supervisors and employees to identify the competencies
needed for their current position

Assist the training and development department to develop a consolidated
workplace skills plan for the organisation and to determine training costs

Help employees to plan and achieve their career goals

Increase employee motivation and commitment to the organisation

10.6.3 Guidelines for employee development

Managers should keep the following issues in mind when discussing employee

development:
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Discussions should be employee-driven. Encourage employees to take an active
role.

Focus on development in current job

Look at how to maximise the use of employee’s strengths and talents

Tie training programs to individual development

Be realistic regarding advancement opportunities

Use task forces and special projects as opportunities for development in
particular areas

Create mentorship where appropriate

Attempt to understand employee’s motivation and interests

Follow up periodically throughout the year

Building Capacity and Infrastructure

11.1 Capacity for Performance Management

The success of the implementation of the PMS rests on the capacity of line managers,

executive management, councillors, citizens and communities to fulfil their roles. It is

therefore important to train and support the various stakeholders in the DM area.

11.2 Training and Support for Role Players

All stakeholder groups will need some level of training and support to fulfil their

commitments in planning, monitoring, reviewing and improving performance. Training

and support should be customised for each group:

@ Employees: Training and ongoing support will need to be provided for
employees in order for them to fulfil their roles in improving performance.

This can be integrated into other forms of employee training.




(b) Managers: Training and ongoing support will need to be provided for
managers in order for them to fulfil their roles in improving performance.
This can be integrated into other forms of management training.

(c) Councillors: A special training and support programme for councillors
could be integrated into a holistic councillor-training programme.

(d) Public: Some form of ongoing public education campaign on their role in
managing municipal performance would be practical and useful. A
training programme for the leadership of civic and community

organisations can be strategic.

Basic training courses includes:

o Performance Management Systems - how PM works
o Manager/Supervisor as coach — developing coaching skills
o Conducting performance review sessions — effective conducting of formal

performance review sessions

11.3 Additional Capacity

Additional capacity will also be required for:

e Collating, documenting and managing a database of performance management

plans, reports and outcomes of reviews.
e Measuring all central and long term indicators.
e Analysing all performance measures at a corporate level.
e Tracking and managing the performance reporting and review process.
e Conducting internal audits of performance.
e Documenting and archiving all relevant documentation.

¢ Reviewing the performance management process and suggesting improvements.




11.4 Resourcing

It is preferable to provide all the above-mentioned additional functions within the
municipality and if necessary that external service providers only be contracted if internal
capacity is constrained or where specialists are needed.

The majority of the project team as well as the project leader are municipal employees.
Municipal employees, rather than external contractors, are in a better position to
understand the municipality, its needs, and the dynamics between stakeholders and

consultative processes.

In order to ensure that the PMS is useful and effective, it is important to regularly
evaluate the PMS in terms of all its users. At least once a year, preferably after the
annual review process it may be useful, together with a sample group that is
representative of all stakeholders, and key decision-makers in the municipality, to
evaluate the PMS. If within the resources of the municipality, it may be useful to
commission an independent organisation to evaluate the PMS, possibly after the first
year and every three years thereafter. These evaluations should result in an
improvement plan for the performance management that should be implemented

immediately afterwards.

Networking and sharing knowledge with other municipalities locally and internationally

will enhance the usefulness and effectiveness of the municipal PMS.

12. Performance Of The Councillors

The Executive Mayor has the prerogative to develop a performance management

framework for the Councillor’s in office.




13. Compensating Excellence — Mayoral Award

Competitiveness amongst the regions and DM departments will ensure that excellence
be pursued. Furthermore, internal benchmarking and recognition of the highest level of
performance will render the necessary prestige for performance management within the
DM. The establishment of a Mayoral Award for Excellence will focus all departments on
the importance of performance and will also enhance a culture of performance

management.

14. Conclusion

PMS cannot be implemented or transplanted directly from another organisation or
copied from a text book or taken from the shelf. Each municipality or department or
region is unigue due to the ever-changing environment in which they operate.
Therefore, when developing and implementing a PMS, it is essential that this
intervention is properly understood and tested, before implementation, in order to

facilitate effective performance.

No PMS operates in isolation as it is a systems-wide intervention which ensures control
in the ultimate achievement of vision/mission, strategic objectives and goals. It is
therefore important that the municipality takes ownership and “grows” into its own PMS

with the help of experts.

It is important to note that a PMS is dynamic and will change and develop over time to
reflect the unique features of the municipality. The municipal environment is no
exception to this phenomenon and this policy framework lends itself to improvement and
positive changes with even more focussed alignment to its objectives and performance

levels.
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