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1. PREAMBLE

The NHLS accepts that its employees are its greatest asset and are key to NHLS’ ability to fulfill
its mission and vision and achieve its strategic objectives.

The NHLS further recognizes that managing and reviewing employee performance and
fostering employee development are critical factors in achieving the strategic organizational

riorities and overall success. | WA
P S

In pursuit of its vision to be the leader in pathology services, surveillance and acmmMIth
sciences, a key strategy of the NHLS is to implement an organlsatlon— vmance

management system. ‘

2. DEFINITION OF KEY TERMS

Annual performance rating: as part of an employee’s asse
of the performance cycle. The result of this rating is the qver
the employee during the entire performance cycle. (\

at takes place at the end
| performance score for

Assessment instrument: an assessment tool use ve performance of an individual
employee in relation to the achievement of key fresult areas and technical competencies as
contained in the performance agreement.

.
Competence: relates to an employee’s capacity to meet the job requirements (job

competence). V a Y

Competency: a competency is ayparticular mix of knowledge, skills and attributes required to
effectively perform a job/task/role. v

b

Customer: any perso receives and output from a service delivered by the employee.
Development: trainin development activities to enhance the employee's competencies
and to improve pe

Feedback:
performance [ t expectations and standards, understood by the staff member, and
ime performance.

Moderation: the review of employee assessment scores by a committee to ensure consistency
and fairness across the department through a common understanding of performance
standards required at each level of the rating scale.

Operational plan(s) (or business plan): a one-year plan derived from and giving life to the
strategic plan by translating the strategic objectives identified in the strategic plan into key result
areas and activities with measurable standards, for a particular year for the Department or
Laboratory.
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Outcome: a broad statement about a specific objective, aim or intent, the achievement of which
will require one or more specific outputs to be achieved.

Output: a concrete result or achievement (i.e. a product, action or service) that contributes to
the achievement of a key result area.

Performance: the accomplishment of a given task, measured against preset known standards
and measures which leads to the delivery of results.

‘ S
Performance agreement: a document agreed upon and signed by an employee and his or her
supervisor, which includes a description of the job, selected KPA’s, success measure d.the

employee’s personal development plan. ' & U
ploy P p p 4 &

v .
annual process is

al processes are

Performance assessment: the rating of employee performance. The forme
usually referred to as performance appraisal or assessment, while more @

referred to as performance review.

Performance cycle: a twelve (12) month period, for which per. is planned, managed
and assessed. It must be aligned to the same period as the
i.e. 1%t April to 315 March of the following year. \

Performance evaluation: a constructive process to acknowledge the performance of an
employee. An employee's evaluation shall be sufficiently specific to inform and guide the
employee in the performance of her/his duties.

Performance incentives/rewards: a set cial rewards linked to the results of
performance appraisal, including pay progression, performance bonus, and (b) a variety of non-
financial rewards that may be contail in.t rtmental performance incentive scheme.

Performance indicator: a mea
achieved (policy developed, presental

0 gauge the extent to which an output has been
delivered, service rendered).

Performance Improv A lan (PIP): a measure which is put to place by agreement with an
employee regarding how an t must be done to assist the employee to improve his/her
performance.

Performance t: a purposeful, continuous process aimed at managing and
developing employ aviour for the achievement of the organisation’s strategic goals

agement system: an authoritative framework for managing employee
hich includes the policy framework as well as the framework relating to all
ements in the performance cycle.

Performance standard: mutually agreed criteria to describe work in terms of time-lines, cost
and quantity and/or quality to clarify the outputs and related activities of a job by describing what
the required result should be. In this framework, performance standards are divided into
indicators and success measures/indicators.

Performance review: a structured and formal, at least half-yearly, discussion between
supervisor and employee to monitor progress, resolve problems and adjust success measures
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during the performance cycle, thereby providing an opportunity for improvement before the
annual review takes place.

Personal development plan (PDP): a requirement of the performance agreement whereby the
important competency and other developmental needs of the employee are documented,
together with the means by which these needs are to be satisfied and which includes time lines
and accountabilities.

Provisional rating (PR): an employee’s total rating score that has been agreed upon between
the employee and her/his supervisor prior to performance moderation. ==

Rating: the allocation of a score to a KPA, and/or to overall performance in acc‘:.l a‘l‘{thhe

five-point rating scale of the Performance Management System. - ¢
h N
Strategic plan: the end product of strategic planning, setting out t ion”and vision
statements and the medium and long-term strategic objectives of the De e
Strategic planning: the process by which top management minesythe overall strategic

direction and priorities, as well as the organisational purpose objectives and how they are to

be achieved. \

Technical Competency (TEC): the technical skills, knowledge and attributes people possess,
to perform the activities within an occupation to a defined st‘a-ryard, consistently and over time.

Weight: each KPA is allocated a weight or perce e and the combined weights must add up
to 100%. =

3. GUIDING PRINCIPLES S, h

The Performance Management sy derive specific benefits for both employee and the
NHLS as a whole. It wi ibute to realisation of its vision and mission if it lives up to the
following principles:

3.1 The pro s the activities of all individuals within the NHLS in line with its
overallvisi ission and strategic objectives;
3.2 T ro contributes to the participatory and empowering of individual capacity

il within the NHLS;

continuous and evolutionary process, in which performance improves over time
s such continuous development and quality improvement are integral to it;

3.4 The employee and direct supervisor should take ownership of the Performance
Management Process;

3.5 The process of performance management underwrites the principles of fairness and
equity by engendering consensus and co-operation rather than control or coercion;

3.6 The principles and format of the process must be applied in a standardized manner
throughout the NHLS;
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3.7 The process translates NHLS goals into individual, team, department and divisional
goals, as such helps to clarify corporate goals;

3.8 It creates a shared understanding of what is required to improve performance and
how it will be achieved,

3.9 It requires continuous, timeous and meaningful feedback, which enable self-
management of individual performance;

‘ S
3.10 Though its purpose is not financial reward, it provides NHLS leader with a

framework for recognizing and differentiating colleagues’ individual contrik nd
rewarding them through differentiated remuneration. ¥y @ v
WS
4. SCOPE AND APPLICATION "
The Performance Management System is a framework for managin f which applies
to all permanent employees and fixed term contract employees m s and more) as well

as Joint Appointment Staff.

5. PERFORMANCE MANAGEMENT PROCESS \

Performance management at the employee level i on- interactive process between an
employee and her/his supervisor about the employee’s performance. Face-to-face on-going
communication is an essential requiremerh ess and covers the full performance
cycle.

In simple the process is about (i
meets the demands, (iii) monito
assessment & evaluation of all whic

b,

lan, (i) acting upon it by executing the work which
& reviewing the progress of work on continuous, (iv) final
een achieved at the end of the performance cycle.

Embedded within this is performance enablement through personal development plan
and performance impr en n, which both seeks to proactively identify what is needed for
the employee to d if “off track” and put an improvement plan to return staff into

2]

“positive perfor c

cycle is a twelve (12) month period, for which performance is planned,
assessed. It must be aligned to the same period as the Organisation’s annual
i.e. 1%t April to 315t March of the following year. The deliverables (Outputs) set
annual nature and periodic review and final evaluation must assess progress
final achievement respectively. The twelve (12) month cycle is also linked to the
financial year for the purpose of planning, annual remuneration, pay progression and other
talent management processes.
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5.1 PERFORMANCE PLANNING AND AGREEMENT

Managers and employees work together to plan performance for the year. Planning refers to the
setting of performance expectations and goals for individuals to channel their efforts towards
achieving departmental and/or organisational objectives.

5.1.1. Performance Planning

‘A
D ¢

Performance planning sets the stage for individual and organisational success.%ers
should ensure that performance goals and objectives are clearly identified an u ed
during this process, ensuring that employees have the tools, resources &tre‘t&ng and
development needed to carry out responsibilities successfully. A N

In this process the line manager must ensure that employees get s
their performance plan or agreement is aligned to NHLS and/or
understanding which will enable employees to appreciate theiva
organisational direction and future.

derstanding of how
al strategy. It is this
impact they have on the

Managers should aim to set Specific, Measurable, ¢Attain , Realistic and Time-related
(SMART) objectives. {"‘w‘
= Specific — target a specific area for improvement.

= Measurable — quantify or at least suggest an indicator of progress.

= Attainable — specify how it can be done.

= Realistic — state what results can realistically be achieved, given available resources.
= Time-related — specify when the result(s) can be achieved.

5.1.2. The performan

e ement (PA)
The performance a NS e cornerstone of performance management at the individual
level. All employ enter into and sign performance agreements before the end of the
first quarter o r cycle. Departmental and laboratory performance measures should
inform the op of the individual employee’s PA. The PA format applies to all levels in
the contents must reflect the department’s strategic and annual operational
ent business plans and the employee’s job description, job role and actual

5.1.3 Personal Development Plan (PDP)

The purpose of the development plan is to enable the employee to reach goals and objectives
set in the PA and strengthen performance. This mechanism will allow managers/supervisors
and employees to identify learning needs, set objectives to meet those needs and pinpoint the
resources necessary in order to achieve them.

In the event of a dispute concerning this document, the electronic version stored on Q-Pulse will be deemed
to be the correct version

National Health Laboratory Services- All rights reserved



10

The employee and the manager/supervisor are required to take joint responsibility for the
achievement of the PDP with allocated accountabilities clearly recorded on the PDP agreement
document.

5.2 PERFORMANCE MONITORING AND REVIEW

This process enhances the manager/supervisors ability to track an employee’s behavior and
performance during the year. It sets the stage for providing meaningful, timeous and periodic
feedback to an employee as the manager reviews and observes activities that lead to outputs.

¥y @ v
5.2.1. Performance monitoring ) ‘v
A N
Performance at the individual level must be continuously monitored to the identification

ent needs as

of performance barriers and changes and to address development
they arise, as well as to:

= |dentify and provide the support needed;

» Ensure continuous learning and development; \

= Modify objectives and targets if no longer relevar

» Enable supervisors and employees to deal/with performance-related problems;

= Determine progress and/or identify ON ieving objectives and targets;

» Creating documentation for Iegal purposes, to support decisions and reduce disputes.

5.2.2. Performance review

Performance review meetings are infegral part of the monitoring process. These reviews
must take place as o is practical and/or required by circumstances. The reviews are
necessary to motivat d reveal to the employee areas that need improvement and if
required, to modify the rmance agreement.

A formal revie ' place after six (6) months preceding the employee’s annual
performance asses . The review is a one-on-one discussion between the supervisor and
the em e. The content and outcomes of the half-yearly feedback session and the end of
ent should be signed by both parties.

5.3. PEREORMANCE ASSESSMENT AND EVALUATION

Performance of the employee will be evaluated for the entire year during this process. The
annual assessment provides the provisional assessment rating prior to performance moderation
on which performance rewards and incentives are based.
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5.3.1 Provisional rating (PR)

The process commences with a self-assessment by the employee, followed by the assessment
of the supervisor. An overall score, in accordance with the assessment rating is provided as a
summary of the outcome of the annual performance review for KPAs, success measures and
TECs. The assessment rating calculator may be used to provide a score based on adding the
scores achieved for the KPAs/Outputs. During this face-to-face session the supervisor and
employee must endeavour to reach consensus on the employee’s rating (self assessment and
supervisor assessment). 4

F N
If there is consensus between the supervisor and employee on the rating, m{bw‘?the
provisional rating (PR). A N

5.3.2. The 360 Degree Leadership Evaluation

The ‘how’ of performance; which refers to the behavioural di
performance are evaluated using the NHLS 360 ° Leadership ent; which is a feedback
system or process in which employees receive confidenti onymous feedback from the
people who work around them i.e. feedback from the emplo nager, peers, direct reports
through the 360° Leadership

Assessment annually.
The 360° Leadership Assessment enables lea be more self-aware, and understand how

their actions and attitudes are perceived b Further it enables the individual to develop
focused action-plans to improve thw d develop skills that will enable them to excel
at their jobs, improve employee agen‘) e employment relationship.

5.3.2.1. Weight Allocation of Rat

The assessment will grovide. a leadership proficiency score based on the following weight

allocations: (weights m e redistributed when ‘customers’ are added.
" = 50%
. =25%
=25%
If = 0%
The p score contributes 20% to the employee’s composite performance score.
The following formula will be used to calculate the individual employee’s composite performance
score:
Composite Performance Rating 360° Leadership Assessment Score
Performance = X + X
Score 0.80 0.20
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This tool will provide behavioural descriptors which are deemed important for:

= Upholding NHLS Values;

= Delivering greater results;

» Providing strategic direction;

= Managing self and building teams;
» Creating a conducive environment.

‘ 7N
The self — evaluation score shall be used for self-development. y\
o v
: Fa ¥
5.3.3. The Performance Evaluation Scale & e
I
h N
During an annual review, employees and their managers rate the e Bérformance
based on the KPA’s or Outputs, Success Measures/Indicators ¢ Performance

Agreement (PA).

The NHLS makes use of a five-point evaluation scale. This means thaba rating of 3.0 meets all
expected standards for a position. In evaluating an outpu\‘

fractional points should be provided. v

Table 1: Performance Evaluation Scale

e
ot meet the set standards of the job. The
ved less than fully effective results against

1. Unacceptable o o
erformance criteria and success indicators as
he Performance Agreement.
ahce meets some of the standards expected for the job.
o | Notfully effective. Does older has achieved less than fully effective results against
) not meet expectati more than half of the performance criteria and success indicators as

ecified in the Performance Agreement.

Performance fully meets the standard expected in all areas of the
job. The review / assessment indicate that the jobholder has
achieved as a minimum effective results against all of the
performance criteria and indicators as specified in the Performance
Agreement.

Performance is significantly higher than the standard expected in
the job. The jobholder has achieved better than fully effective
results against more than half of the performance criteria and
success indicators as specified in the Performance Agreement and
fully achieved all others throughout the performance cycle.

expectations.

Outstanding — Performance significantly exceeds the standard expected of a
Performance jobholder at this level. The the jobholder has achieved better than
5. fully effective results against all of the performance criteria and

exceptionally above

. success indicators as specified in the PA and maintained this in all
expectations.

areas of responsibility throughout the performance cycle.
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The table below depicts the performance evaluation scale that will be used to determine the
Provisional (PR) and Final Rating (FR).

5.3.4 Performance Moderation

The purpose of this process is to set out a systematic way that will support the implementation
of the Performance Management System as approved. The moderation process is designed to

ensure that ratings are fairly and consistently applied across the organisation. %

The process involves moderating final ratings within a Department and then wi awon
and finally across the Organisation. There must be a correlation between individual’s seeres and
the overall achievements of the Department’s targets. This process of moderati nsures that
' ance.

otected, and

3. There is a common understanding of the standards re d at each level of work.
There should be a common understanding of minimum ed performance for each level of
work, which will be carried through to positions th ilar. This common standard must be

used during the contracting on the success ﬁs—

5.3.4.1 Moderation Panels
Moderating of performance takﬁ )dlfferent levels in the organisation to contribute to

consistent and fair perfoAr ce ma ent and assessment processes.

There will be three (3) moderation within the NHLS:

2. The integrity of the performance management procﬁ

i. NHLS Executi ment levels: which is responsible for the Executive Members
Committee’s perf ce — this is the responsibility of Reward and Human Resources
Committe H oard).

]
lanagers

i anagement levels: which is responsible for the Senior Managers and
performance — this is the responsibility of Executive Management Committee
his level will further consist of a special panel responsible for Heads of
ent of Academic Institutions across the NHLS reporting directly to the Area
Managers and on NHLS conditions of employment but has functional accountability in a
matrix structure to respective tertiary universities.

iii. Divisional levels: which are responsible for the divisional/departmental staff performance —
this is the responsibility of the Division.
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As noted above, the employee’s provisional rating (PR) is that which is agreed upon between
the employee and her/his supervisor. At this point the employee is aware of the rating. Any
change, especially if the intention is that the rating score should be lowered must be dealt with
in a consultative, just and transparent manner.

The line manager will present facts and evidence to the Moderation Committee regarding his
evaluation of an employee. The moderation committee will provide a platform for reflection to

the supervisor to determine leniency or harshness when doing a rformance

evaluation/assessment. Ownership, accountability and responsibility of the final¢rating will
i i - o

remain that of the supervisor. Vo O 4

The proposal for the composition of respective panel shall be approved swaté‘ by the

respective responsible structures as proposed above. v

5.3.4.2 Performance moderation process

The process shall aim to uphold the principles of fair, equitable an nsparency as outlined in
this policy. As such the process shall be as follows: \

i. Each line manager shall present their stﬂw performance ratings to the

moderating panel.
ii. The moderating panel shall use the n istribution curve and/or success measures

a
and established norms as a real%k to avoid central tendency and lack of
performance differentiation. g,

4
iii. Where necessary the Iir@nag}should provide evidence to support exceptional or

poor performance skews based on actual achievement.

iv. The moderatin
basis of fairne

shall ss the spread of ratings, and endorse based on the

v. Where there | to adjust individual ratings ‘up’ or ‘down’, if they appear to be too

) or ‘lenient’, the line manager should reflect on the evidence

ered evidence, input of moderation committee and reached consensus the

The supervisor/manager shall ensure that the employee is notified of his/her final performance
rating with the attached evidence and submit it to the Human Resources Department within the
prescribed period.
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5.4 CONSEQUENCE MANAGEMENT

This process deals with employees who have either fully performed or exceeded expectations
as well as employees who have underperformed.

5.4.1 Employees who are deemed as underperformers following the implementation of the
Performance Improvement Plan (PiP) interventions; i.e. counselling,vntoring,
coaching, training, continuous evaluation and feedback, will follow the mMoor
performance route and be put on performance term for at least three (3 or;klf this is
not productive, incapacity proceeding must be instituted as per od practice
and our policies. This type or level of performance must be disco in all respect.

542 a full performance

relative to their remuneration

ncouraged and recognise for

e track” towards achieving and

5.4.3 Employees who have exceeded,their.p r. mance expectations have delivered greater

results. These are to bﬁ luraged appreciated and recognise; as well as be

integrated within the NHL ent mapping. It's the effort of these employees which has

enable NHLS to. ed thei pectatlon and/or enable it to achieve their strategies
despite less th sirable results by the underperformers.

Though performance ement is primarily about ensuring alignment of individuals, teams

and divisional 'perfo e with organisational objectives, an effort must be made to express

appreciation through some form of tangible initiatives — for this please read the
nd reward policy.

6. POLICY REVIEW

This policy shall be reviewed at intervals to be determined by the Remuneration and Human
Resources Committee, unless the Executive Manager HR request an earlier review due to
significant changes required for both operational and legal reasons.
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