
Managing
Performance
Performance management is a process, not an event. With this in

mind, performance management should ideally occur on a daily

basis and not only take place when an employee has

underperformed or as a part of the formal appraisal process.

 

Whilst a lot of managers shy away from ‘performance management’

processes and associate them with negative experiences, in actual

fact, when handled correctly, performance management can be a

positive experience which has benefits for managers and employees

alike.

 

The take-home message of establishing a culture of continuous

feedback and opening lines of communication is essential for

performance to be monitored, feedback to be given and ultimately

performance to be improved. It is a manager’s responsibility to

manage this process and foster an environment where feedback is

encouraged and valued. By doing so, this will reduce resistance to

performance appraisal processes and help avoid situations where

employees feel aggrieved or surprised by their performance review.

 

Day to Day Performance Management
 

Quite often the quick and easy process of providing feedback when

it is due will avoid future underperformance and hopefully reduce

the likelihood of having to conduct formal performance

management procedures in the future. 

 

Whilst commonly overlooked and underestimated, communicating

day-to-day expectations and following up with feedback on how

well those expectations have been met is enough to keep employees

motivated, on track and creates a sense of manager approachability

and willingness to speak openly about performance matters. 

 

This is not to say that employees need to be micromanaged to the

point where they feel a lack of trust from their supervisor, but may

be as simple as saying  “Kate, you did a good job on that report today.

I particularly liked when you spoke about brand awareness, very

insightful. Well done!” or alternatively, “Jack, I liked that draft letter

you sent through today, do you have a minute to discuss a few ways

to build and improve upon what you already have?”

 

Find me at
www.thepeopleandcultureoffice.com

 

Facebook & Instagram

@thepeopleandcultureoffice



Attitude problems and non-compliance: Disregard for organisational policies, procedures, rules and general

negative behaviour

Unsatisfactory work performance: A failure to achieve performance standards required of a job

Unacceptable interaction with other staff: Behaviour which is hostile or inappropriate, use of offensive

language, being dishonest, intimidating other employees and harassment

What managers also need to keep in mind is that performance management does not only encompass

improving performance and managing misconduct, it also involves coaching high performing employees and

rewarding good performance. This can be an uplifting experience and provide job satisfaction to both parties.

 

Formal Performance Appraisal
 

The frequency of a performance appraisal process will be a decision for each organisation to make in

accordance with its organisational, functional, unit and individual objectives and available resources. This will

also depend on whether you take a formal or an informal approach to the performance appraisal process.

 

As a minimum, an appraisal process should be carried out at least once a year; however, ideally this should

happen on a more regular basis. In choosing an appropriate time-frame for your organisation, it is important to

keep in mind that performance goals need be kept fresh and relevant to ensure continued motivation and

incentive to meet performance standards at all levels.

 

With less structured or informal processes, it is important to make sure employees have adequate notice of a

performance appraisal discussion taking place. As a minimum employee should be notified at least 24 hours

prior to the scheduled performance appraisal meeting.

 

Underperformance and/or misconduct in the workplace can pose considerable direct and indirect business

risks to an organisation. Direct risks include decreased productivity levels, lessened quality of work outputs and

increased management time dedicated to handling issues. Several negative flow on effects include low team

morale, compromised organisational reputation (particularly if employees are in direct contact with customers),

threatened organisational culture and increased potential for claims being made against an

employer.  Accordingly, it is critical that organisations are pro-active in identifying, managing and remedying

underperformance and have systems in place ready to address these issues when they arise.

 

Underperformance and misconduct are two separate and distinct concepts.
 

Underperformance
 

Employee underperformance is a term used to describe an employee's unsatisfactory performance, behaviour,

attitude or misconduct in the workplace which is inconsistent with organisational expectations and values.

 

Underperformance and misconduct are things which need to be dealt with quickly and effectively. Ideally, a

discussion about underperformance should be held as soon as the negative behaviour is noticed, or complained

about and will depend upon the severity of the behaviour as to how this is best addressed by management (be

this formal meetings, informal conversations or through an investigation process).

 

Underperformance can be exhibited in numerous ways and can range in severity.  Accordingly, the approach

taken when handling instances of underperformance will vary and need to be determined on a case by case

basis. The underlying focus here is performance improvement.

 

Common types of underperformance:
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Underperforming employees mistakenly believing their performance is satisfactory without feedback to the

contrary

Underperformance may continue to decline which can infect the behaviour of others in the workplace

Employees who are performing comparatively well finding the lack of management action as de-motivating;

leading to a lack of moral, respect for their manager and disengagement

PIPs should have a definite time-frame in which the employees progress/performance will be re-assessed to

determine improvement or underperformance;

Clear, specific and realistically attainable goals should be emphasised;

Training of employees may be necessary to achieve performance improvement and should be included as a

part of the PIP;

Regular meetings with supervisor to monitor progress towards goal achievement, provide support and

ability to modify objectives where appropriate;

Re-assessment of performance at completion of PIP time-frame and management action accordingly.

PIPs should always be documented, including any progress meetings and the issues discussed therein and

kept by the employer, copies should also be made available to employees for their records.

If not dealt with promptly, the following negative effects may ensue:

 

Performance Improvement Plans (PIPS)
 

PIPs should be implemented as a consequence of performance management/disciplinary counselling meetings

or informal discussions with employees regarding their performance/conduct deficiencies. PIPs are a

management tool used to assist performance improvement of underperforming employees or those employees

who have demonstrated unsatisfactory behaviour and conduct in the workplace. 

 

PIPs should be implemented as a consequence of performance management/disciplinary counselling meetings

or informal discussions with employees regarding their performance/conduct deficiencies. A PIP should not be

issued to an employee without prior consultation of the worker and an opportunity for both parties to discuss

and agree upon performance goals.

 

Essential features include:

 

Benefits of PIPs
PIPs are a useful tool for ensuring procedural fairness is observed when managing worker performance and

provides benefits for both employees and their superiors. 

 

Used as a remedial tool when performance is deemed to be capable of improvement, PIPs provide employees

with an opportunity to consciously work on their performance, to learn new skills and prove their commitment

to their role and the organisation. 

 

A PIP combined with a formal disciplinary / performance management process is also used to put an employee

on notice that if their performance does not improve in the designated time-frame in a specified way their

employment could be at risk. For Managers, PIPs allow close monitoring of employee progress against specific

standards within a set timeframe. This allows easier decision making in the future and will assist in proving

employees have been afforded procedural fairness if further disciplinary action or termination occur due to

lack of improvement.

 

PIP Considerations
When setting PIPs, it is important to keep environmental factors in mind as they will likely have an impact on

the employee’s performance, albeit if even in a minor way.
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Lack of clear goals set or misunderstanding of performance expectationsOrganisational culture

Conflict with other staff

Increased competition

The state of the national economy

Employees personal circumstances

Theft

Fraud

Assault

Intoxication at work

Refusal to carry out a lawful and reasonable instruction which is consistent with the employment contract.

Employers need to be realistic and consider the impacts of internal & external forces when assessing employee’s

contribution to organisational performance, some examples of factors that may need to be considered are;

 

 

Misconduct
 

Misconduct, or alleged misconduct, is something which can be quite complex and should be handled with

caution; often with the involvement of a dedicated and experienced HR manager and/or by seeking external

support from legal professionals or employment relations experts. If misconduct can be proven, termination is

often an appropriate course of action and performance improvement is not necessary as the conduct is deemed

serious enough to sever the employment relationship.

 

Serious misconduct
 

The Fair Work Regulations 2009 ('The Regulations') describe serious misconduct as meaning wilful or deliberate

behaviour by an employee that is inconsistent with the continuation of the contract of employment and/or

conduct that causes serious and imminent risk to the health or safety of a person; or the reputation, viability or

profitability of the employer's business. The Regulations go on to list acts which will constitute serious

misconduct and include (but are not necessarily limited to):

 

Where there is evidence of serious misconduct, professional advice should be sought before taking action.
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