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Cultivating Leadership in the Civil Service:
What Does It Take?

Scott A. Fritzen
Vice-Dean, Lee Kuan Yew School of Public Policy,
National University of Singapore, Singapore

Abstract

Public managers are working in an environment that is not only changing, but changing at an
increasing pace. This talk examines some of the critical environmental changes implicated in the
shift (suggested by the title of this conference) from a “government” to a “governance” paradigm. It
then addresses the need for capacity development both across civil service systems and at the level
of the individual public manager.
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Cultivating Civil Service Leadership:
What Does It Take? — ScottA. Fritzen

Cultivating Civil Service Leadership:
What Does It Take?

International Conference on Civil Service Governance
in Times of Change
Scott A. Fritzen
Vice-Dean and Associate Professor
Lee Kuan Yew School of Public Policy
National University of Singapore

Point 1:

‘Government’ is shifting to
‘Governance’

http://ww inder.org/ lash-pi ions/income-distribution-2003/

e rvppa The changing landscape
Hame i
. i N o T
vowm e R T
e T b . e . PUBLIC PEOPLE PRIVATE
- _.-l":-".-f_f 2 -
S . : -
HEN Gt o - e . International
- " -
* = gumD. = 5 ,.‘. = National (typical nation
- 3 = b T S & program) Typical implementation
- = - = - - challenge for major programs
- = . — Intermediate
Lowwest
_ Local ‘ (typical NGO \
& 40 l.}emn:mcy Scare |8 W program) 1
A ‘strategic triangle’ of governance
capacities needed in the new environment
Point 2:

‘Government’ more important than
ever...

...but we have to think in new
ways about critical capacities.

Political capacity:

Building viable coalitions
across minimum necessary
time frame

Moderating and channelling
conflict

B\ 1R

imes of Change
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Analytical capacity: Operational capacity:

Problem identification and Mobilizing and deploying

prioritization resources effectively across
3 sectors and

Mechanisms for (often

intersectoral) problem ‘ Bridging the policy-

analysis and solution seeking ' implementation gap

“Evidence-based
policymaking” - thinking
ahead, thinking across,
thinking again

Making course corrections

The hard part:

Touch all three bases (consider what happens if you miss)

Problem—

Goal: Expand
the overlap

Example: US military post-cold war
Decentralization

Example 2:

E US.Urge:BinL:d:nTnFnrrnNninnItCunAttacHTh:Oniun-Amuict'sFin:stNmSourﬂ-.‘. = |l &
K3\ - | @ nttpuspmen theonion.comicontentinode = [ 45| % |1

FINANCIAL TIMES

ASIA Wedcay iy 6 2010
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< Bin Laden To Form Nati

»
i+ Page v % Tools »

= Nato intelligence chief condemns,

failings of US in Afghanistan

Attack

- Repoit. d ack o }::Ig; ovel o focuises on the 'US military and
1 seel e knowledge andlysis clv:llan analysts - employed by
[P of local klmwlm]é:c and information they necd. o _the department of defence,

UE 3725 = wage a Su unterinsur. [~ W7 5 Dorderng on
By Matthew Greenin slamabad _ gency.” e said analysts often | cxaspération, the report quotes
” {61t Sheir Jobs wore “more ke | one [0S offcer a5 saying: -1
ek top italigonod afiene " fortino taling than ‘aoriov | dontt an to my wore cluclie
ARTICLE TOOLS istan has issued a‘scath- -detective work”. but we:are, We're no more than

§ ing critiaue ‘o US milltary  The Teport will renew con.| fingornailteep i bur under

WASHINGTON, DC—Speaking via closed-circuit television from the Oval Office i pige intelligence:gathering, warning -cerns over the capability of US i dro ul

- dailire 46 Jundersiand local sntebi

e wake of  sui-

Monday, President Bush made a direct plea to Osama bin Laden to form a nation
the U.S. can attack “Whether vou take over an existing nation like Afghanistan or
create a new breakaway republic called, say, Osamastan, the important thing is
that you establish an identifiable nation-state with an army, a capital, and f.leal'l)’

def Bush said. “iiaybe you couid aiso

B cacesoox

D stumsLeuron

ign some qui

definitively establish who your allies are.” The presidentthen pledged SGDO million TwTTER
o bin Laden for the construction of a state-of-the-art defense headquarters that &S reooiT
ithe U.S. can bomb. @ =
[ - 3
L@ &P Internet | Protected Mode: OFf 0% v
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communities has deprived com-
‘manders -of m[nrm:xhon needed
‘to_contain the

Major. General M!cbael Flynn,

depicted commanders cocooned
in bases surrounded by ana.lys(s

with only a_hazy grasp of
Concomns of the peaple the west
lias vowed to_prolect.

hierarchy s normally 4 journey
into greater degrees of clueless
ness,” wrote Maj:Gen Flynn and
his co-authors in a report
released_yesterday, “US intélli-
gence officers and analysts can
do little but shrug in Tesponse

cide attack ‘that killed seven
Central Intelligonco Agency por-
sopmel in.

Teport - said intelligence
officials and analysts are “igno-
rant of Tocal -oconomics ‘and

and:theattempt to: nlaw upa Us
airliner on: Christmas day.

The ‘repott. was published as
officldls:sought to ascertain how
‘a Jordanian ‘man reported to he
an :al-Qaeda double ‘agent was
able to infiltrate a-military base
in eastern Afghanistan last
week anid inflict ‘the biggest
deatli toll on the CIA iu vue day
in more than 25 vears.

The report was commissioned
by the'Center for a New ‘Ameri-
can Security, a US think-tank,
before the latest incidents, and

‘Powerbrokers are and how’they
might be influenced. . and dis-
engaged from people in the-best
position to find answers”.

Widj:Gen Flynm's. report is a
departure ‘from ‘the, traditional
approach to_military - intelll-
gence-as chiefly a meansto dis-
cern ‘the ‘intent of opposing
forces, instead stressing the
need for officers ‘to understand
the cultural -complexities of
their hosts.

wwwAtcom/afghanistan
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Example 2: Decentralization trends

* Traditional view: World Bank (see next slide)
* But...

— multiple ideologies: bypassing the state/efficiency
or responsiveness or democracy

— Uneven support...
— Uneven capacity, including at center

* Expect oscillation, not unidirectional process

From East Asian Decentralizes (World
Bank, Oxford University Press, 2005)

“...the key question is no longer whether to
decentralize. It is how best to design
intergovernmental structures...to achieve
optimal results. [...] Though East Asia’s
decentralization has come later than in some
other parts of the world, it is now here to
stay.”

Point 3:

Cultivating systems and leaders in the
new civil service is what it will take...

Analytical role:

Problem-
solving

Syt wEyid I d
E

Y
policymaking”

People: Imagination, heart,
and analysis (especially, on
how to get from inputs to
impacts)

external factors e L
EFF

relevance Sustainability
external factors ] Gmpact)
ouTPUTS | — —_—
external factors _____ >
IMPLEMENTATION
Efficiency
external factors _____ 5 ]
INPUTS Sustainability

Scanning the environment,

Effectiveness (operational)
Identifying the vaiue, /l_\

Diagnosing the problem
JFooe amm

DESIGN/STRATEGY

SUPPORT

CAPACITY

Mobilizing Support:

System: Moderating and
channelling conflict
Leaders: Buildi [
within and outside of
organization, vertically and
horizontally

kb \ AR
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Formal authorizing environment

/Network Collaborators acmss
' sectors, ministries and levels Qfgm/t

[ e

Operational capacity:

Systems: Cross-sectoral
coordination, budgeting,
monitoring etc.

Leaders: Sustaining change,
developing deep
understanding of
implementation

Operational
capacity

Change management in the public sector

ANTICIPATED BENEFITS

Abilityto = Dissatisfaction + Vision + Notion of feasible first steps >
promote
change (Inertia + Resistance)
—
UP-FRONT COSTS

Postcript point:

Public Policy (and their sister) Schools
beat the competition in this new
landscape...

@

Star Trek TOS - Charlie X vs. Spock iv

Example: How does this relate to the core
curriculum of the LKY School’s Master in
Public Administration degree program?

PP5505 Policy Analysis and Programme Evaluation

Government officials are freq ly d with about
whether or not to initiate, contmue modify, or terminate policies or
programmes, and the skills in policy analysis and programme
evaluation are essential for them to make intelligent choices. This
module introduces the key concepts and tools in the professional

i of policy lysis and pr ion in the public
sector. Main topics coveredin the module are: process of policy
analysis; market failures; government failures; information
structuring; data collection methods, decision matrices; cost-benefit
is; and p

Y

i for Public Or i
ohjective of this module isto describe how basic concepts

with a pr of the
basic concepts and then ill the ility and r of
these concepts to decision making by recourse to a set of case
studies as well as widely cited in public i ation.
Topics covered include: markets and pareto efficiency; markets and
property rights; market failure; natural monopolies; strategic
outcomes; economic cycles and stabilisation; as well as long-run
economic processes and structural changes.

Zakbes\ TR cEEE
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PP5502 Public Adm ration in Theory and Practice

This module introduces the key concepts relating to the theory and
practice of public administration. The module is organised around

four th : foundati (key and of public
ini: ion); core i (different types of public
or isati key p values; and The module

uses both a comparative approach and case studies from Asia to
link theory to real-world practice of public administration. Upon
completion of the module, students will be familiar with the key
issues in public administration and will be able in better position to
relate the various components of their degree programme.

PP5506 Leadership and Dynamics of Communication

Taking a prescriptive and practical approach, this module exploreg
the exercise of leadership in the public sector in midst of the
conflicting forces that arise within political and or isati
systems when faced with adapti h Upon letion o
the course, students would be able to distinguish between
authority and leadership, assess typical mechanisms by which
social systems avoid work on critical issues, and explore
strategies and tactics of intervention to mobilise adaptive work.
The course will also provide students with the conceptual
understanding and analytical framework of effective

ication, and develop their K in

PP5503 Managing the Public Sector

This module covers major approaches to the
understanding and management of public sector
organisations, including both government and not-for-
profit organisations. It introduces students to specific
concepts and tools in important functional areas of public

ini ion, such as financial
management. Students will also learn how to apply and
critique a range of mechanisms to improve the
performance of public sector organisations, including
those arising from the so-called New Public Management
school of thought.

PP5504 Public Finance and Budgeting

‘ The objectives of this module are to understand the basic
principles and logic of government fiscal activities and
' government budgets. This module helps MPA students
b familiar with ytical approaches for resource

and d in the public sector.
Major topics covered include rationale for public sector;
options for financing government expenditure; taxation
policy; expenditure policy; fiscal decentralisation;
privatisation; role of cost recovery and user charges;

i and i as well as capital

g sy
budgeting.

To repeat: ‘Covering’ one or two of the
bases is not enough.

Problem-
solvin;

"Capstone”
examination
litmus test:

INTEGRATED, oo
PROBLEM-

SOLVING CASE
EXAMINATION

Thank you!

It has been an honor to explore these
momentous issues with you.

If you would like to stay in touch or if | can ever
be of service, please contact me at:

fritzen@nus.edu.sg
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U.S. Urges Bin Laden To Form Nation It Car”
Attack

m

ARTICLE TOOLS

WASHINGTON, DC—Speaking via closed-circuit television from the Oval Office sice
Monday, President Bush made a direct plea to Osama bin Laden to form a nation
the U.S. can attack. “Whether you take over an existing nation like Afghanistan or n FACEBOOK

create a new breakaway republic called, say, Osamastan, the important thing is

thatyou establish an identifiable nation-state with an army, a capital, and clearly D stumsLeron
defined borders,” Bush said. "Maybe you could also sign some quick treaties to P —
definitively establish who your allies are.” The president then pledged $600 million
to bin Laden for the construction of a state-of-the-art defense that &3 repoim
ithe U.S. can bomb.@ -
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and Performance Rating Policies
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l. Introduction

Performance rating lies at the heart of all human resources management, as it directly affects a range of
important areas, including pay, promotion, protection, and rewards, as well as indemnity, retirement, and
pension. Performance rating ensures competitiveness within government agencies, and should therefore be
based on, and carried out in accordance with, fair and impartial criteria. It should be an evaluative tool that
allows for scientific objectivity and rigor in the review and assessment of human resources.

Research on performance rating law provides valuable clues for our nation’s policymakers in their efforts
to reform the civil service system. It is also a crucial topic with regard to the 11th Examination Yuan’s promotion
of government reform. The results of research on performance rating and management will have a very tangible
impact on the ongoing reorganization of government structures. As Gerald Caiden put it so succinctly when
talking about public administration reform in countries around the world in the 1980s, “an era of administrative
reform has already begun.”

The aim of strategic performance management is to put in place a functional management system and
organizational structure that are centered around clear-cut strategic ideas, and can serve as efficient tools for
performance evaluation. Performance management provides an administrative system that helps to ensure an
organization’s operational efficiency. As such, it is an ongoing, continuing process; whenever a government is
about to implement organizational reforms, it will need to put in place an integrated set of performance
management mechanisms and procedural structures. If the government can provide a clear vision and strategy
for the reform process, this will not only help to improve internal performance, but also makes it possible to
increase overall efficiency and performance by connecting individual departments to larger networks, thus
creating a value-added chain of interlinked administrative mechanisms. This is the essential premise of
strategic performance management in the 21st century.

ll. Performance Management Policies in Countries
around the World

In 1993, the US government promulgated the Government Performance and Results Act, which stipulated
that “every agency is required to submit annual performance plans and reports.” The goal was to create a more
palpable link between the size of the various financial budgets and the efficiency of government agencies.
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Meanwhile, the UK in 1997 promulgated the Local Government Act, obliging local governments to implement
the most efficient performance evaluation systems, and requiring all agencies to perform performance
evaluations. These evaluations would have to be performed by expert staff belonging to separate institutions,
and in accordance with standardized procedures. In 2002, Japan also enacted a Government Policy Evaluation
Act.

In the face of globalization, a government that wants to enhance the nation’s competitiveness needs to
create added value to push the country towards the center of the global stage. With this in mind, modern
governments are constantly trying to marry traditional civil service structures to a more business-like,
efficiency-oriented approach. For this reason, the ROC government is also attempting to increase the
responsiveness and efficiency of its various departments by dismantling outmoded structures and fixing
longstanding flaws. The goal is to set up a “small but efficient government.” This research takes a closer look at
what kind of performance management strategies the government should best adopt in its efforts to promote
administrative reform, and how these strategies may help to advance administrative efficiency and sharpen the
nation’s competitive edge.

lll. Perfformance Management and Performance Agreement

1. The Meaning and Objective of Performance Management

The earliest forms of performance management were based on a merit system, stressing the importance
of objective standards against which to measure the performance of employees. From the 1980s onwards,
reforms were set in motion in various government departments with the aim of improving administrative
performance. For this purpose, the concept of performance management was imported from the private sector.

According to the definition given by the United States NPR Performance Measurement Study Team,
performance management “is a process of assessing progress toward achieving predetermined goals, including
information on the efficiency with which resources are transformed into goods and services. Aspects under
scrutiny include aligning an organization behind clear, long-term goals, putting in place organizational and
personal incentives, allocating resources, and establishing a sequence of priorities. The collected data provide
valuable feedback for those in charge of determining the organization’s course of action.” In practice,
performance management is the process by which agency leaders ensure that the staff's performance and
output contribute to the organization’s overall objectives. The development and content of performance
evaluation depends on the objectives, methods, and standards involved. If no core values and basic goals are
established, and agency leaders conduct performance evaluations based solely and entirely on their own
subjective goals and values, then even the best and most rigorous scientific methods for output management
will fail to constitute a truly reliable form of performance management.

The OECD conducted a comparative study of the practical experiences with performance management in
ten of its membership countries, namely Australia, Canada, Denmark, Finland, France, the Netherlands, New
Zealand, Sweden, the UK and the US. The findings of the study revealed a number of focal points of
government performance management that featured prominently in all the abovementioned countries, including
core concepts such as process, efficiency, efficacy, service, and financial performance (OECD, 1997). All in all,
the goals of government performance management can be subsumed under three main categories (Noe,
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Hollenbeck, Gerhart, Wright, 2000: 279-280):

i) The Strategic Goals of Performance Management
Aligning the organization behind clear goals, defining the results needed to achieve long-term strategic
goals, and identifying the qualities skills required in the staff.

ii) The Administrative Goals of Performance Management
Using performance management data as reference parameters for various administrative decisions;
such decisions include pay management, promotion and other incentives for individual performance.

iii) The Developmental Goals of Performance Management
Finding ways to improve individual performance in situations where staff members under-perform or fail
to deliver the expected results.

2. Hollis’ Steps and Strategy of Performance Management

Hollis (1994) holds that there are three main steps and strategies for performance management, set out in

the following:

i) Clearly define the organization’s primary performance values and identify the skills and expertise
needed to realize these values. This category contains items such as the organization’s overarching
objectives, its most important concrete goals, crucial factors upon which the organization’s success
hinges, and the goals expected to be achieved by individual departments and staff members.

ii) Evaluate the critical factors that affect performance, and, via an evaluation system for assessing the
performance of staff members, establish a quantitative index based on individual behavior. The data
thus acquired should be utilized for rating and feedback. In addition, make the organization’s structure
a tool for improving performance processes, establishing a proper linkage between performance and
pay, and establishing a distinctive corporate culture.

iii) Clearly define the organization’s priorities (e.g. when implementing changes) and draw up explicit,
unambiguous executive plans and realistic time frames for achieving the desired improvements. Clearly
define what should be changed, and to which degree. Last not least, reliable data play a key role in all
performance management processes.

3. Armstrong’s Performance Management Process (PMP)

Armstrong developed a performance management process (PMP), which provided a framework with
seven main strategic pillars, as shown in the chart below (Armstrong, 1994):

i) Strategy and Goals: Align the organization behind clear goals and put in place the structures and
strategy required to achieve these goals; define specific target goals for individual departments or
structures.

ii) Establish Performance Goals through Negotiation: Formulate a performance agreement and plan,
which should include all the tasks and objectives to be completed. This category includes items such as:
allocating responsibilities and tasks, defining the main objectives and standards, setting up
performance criteria and scales, identifying the organization’s characteristics, assets, and
competitiveness, defining the company’s core values and demands.

iii) Sustained Performance Management: Regular feedback and interviews during ongoing projects.

iv)Formal Performance Interviews: Management conducts annual performance interviews with
subordinates and formulates the performance plan for the coming year.
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v) Development and Training: Based on the interviews, a formal scheme is drawn up for future
development and training, but at the same time a number of informal schemes are also implemented by
means of regular guidance, counseling, communication, on-the-job training, and self-development
activities.

vi)Performance Parity: Based on the performance parity principle, the staff's output is compared and
assed in a fair and objective manner.

vii)Performance Pay: Pay is strictly tied to performance, but pay should not be a made a topic during
performance interviews.

Chart 1: PMP
Performance Performance
Parity Pay
Company Establish Sustained Formal
Strategy and —» ggggrm?o%eh —»| Performance | Performance
Goals Negotiation Management Interviews
Feedback .| Development
eedbac Feedback and Training

Source: Armstrong, 1994

4. Considerations and Strategies Proposed by the OECD

In 1997, the OECD published its study “In Search of Results: Performance Management Practices”
(OECD, 1997), which provided an overview of the considerations and strategies employed by various countries
in designing their performance management systems. In a detailed and comprehensive fashion, the study listed
and analysed the concrete measures implemented by OECD member countries, as indicated by the chart
below:

Chart 2: Considerations and Strategies Employed by Various OECD Member States in the
Formulation of their Performance Management Systems

Critical

Consideration Key Factors Strategy Details
Objectives and Administration Are performance results utilized for constant
Methods and Improvement performance improvements?
Performance : :
Management Are external controls in place to monitor performance

Responsibility and Control | efficiency? Do the departments report to the minister or

Objectives the population?

Cutting Costs Is reducing expenditures the most important outcome?

Does the system allow for a variety of methods and

Methods Comprehensive Approach activities?

Is there any specific legislation supporting a given

Legislation approach or method?
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Critical
Consideration

Key Factors

Strategy

Details

Temporary Measures

Are the core performance management methods of a
temporary nature?

Top to Bottom vs.
Bottom to Top

Are new administrative methods introduced from top to
bottom? Is the agency in charge of drawing up its own
plans for implementing new methods? Does the agency
have the support of the central authorities?

Financial Department

Is the financial department involved in the promotion of
performance management?

Institutional Other Central Government | Do central government officials/advisors participate in
Design Officials/Advisors the promotion of performance management?
. Are special departments set up for the promotion of
Special Departments performance management?
, . Are the evaluation criteria succinct and easy to
Evaluation Criteria understand?
Evaluation System Is a special performance evaluation system in place?
Qualitative Evaluation How is qualitative evaluation put into practice?
Performance | Process Is emphasis laid on evaluation processes and
Evaluation activities?
Efficiency (Output) o . .
Efficacy (Results) Is emphasis laid on evaluating output and service
) y . . delivery quality?
Service Delivery Quality
Financial Performance Is emphasis laid on evaluating prime cost and other
(Economic Performance) financial/leconomic aspects?
Performance Accrual Accountin Is an accrual accounting system in place to improve
Evaluation Einancial g access to data on cost efficiency?
inancia
Management !jr:;?ggittlg?] c;fn(gost Is a systematic method in place for allocating funds in
Management relation to production output?
- . Are performance data accessible to the general
Accessibility to the Public population?
Annual Reports Are performance data published in the form of annual
Representation reports?

of Performance
Data

Budget reports and
Performance Contracts

Are performance data systematically integrated into
budget drafts? Are performance contracts made
accessible to the general population?

Local Government
Performance

Are data collected on local government performance,
and are these data made public?

Service Quality

Service Quality
Management

Service Standards

Are service standards implemented that allow service
targets to be reliably achieved?

Service Statement &
Customer Research

Are service standards and service targets made public?
Is customer research done to assess whether the public
is satisfied with the services offered?

Quality Control System

Are quality control systems in general use to improve
service quality?
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Critical
Consideration

Key Factors

Strategy

Details

Internal Reviews

Are specific methods employed to conduct internal
performance reviews?

Performance Audits

Do independent institutions exist that can conduct
performance audits and collect performance data in an

Performance Review 5 o aual g <
Review . , . o special quality control departments exist that can
Mechanisms | Quality Monitoring monitor and evaluate the quality and performance of
Departments i )
specific services?
Are government projects systematically evaluated? Do
Project Evaluations periodic evaluations and random assessments take
place?
Are performance data actively and widely applied to
Preparing a improve the quality of budget decisions? Is there a
Performance-Based Budget | direct linkage between performance and the allocation
of resources?
Utilization of Performance Zﬂggrﬁgﬁgztwi?hlqn dividug | 'S the practice of performance-based pay backed up by
Performance | Budgeting individual consensual contracts?
Data System Consensual Contracts
Performance-Based Do evaluations of individual performance have an effect
Individual Pay on pay?
Group Productivity-Based |Is the Issuance of bonuses based on the performance
Pay/Bonuses of the entire organization/group?
Application of varying How are the funds used, and how strict are the
degrees of pressure and restrictions placed on various accounts?
Authorization

Result-Oriented
Management

and Autonomy

control

Reducing the Role of
Procedural Controls

Are laws pertaining to operations and services in the
process of being simplified?

Management
Reform

Autonomous Institutions

Are autonomous or semi-autonomous institutions set
up? How large a degree of autonomy and discretion do
these institutions enjoy?

Risk Management

Do the agency leaders enjoy sufficient trust to take
calculated risks?

Employing Benchmarking
(Processes, Results) to
Draw Up Strategic
Performance Contracts

Is benchmarking management used to compare and
improve efficiency? Does performance management
feature strategic planning? Are performance contracts
used to establish performance targets and standards,
and does this foster more autonomy on the various
levels of management?

Market Competition
Mechanisms

Is the organization linked up with its larger environment
via privatizing parts of the performance management
process, and through exposure to market competition
mechanisms?

Source; OECD (1997: 117-119)
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5. The Performance Agreements Design Proposed by the Australian

Public Service Commission and the CPA Australia

In 1999, Australia passed the Public Service Act 1999, which called on the various government
departments to put in place a performance management system. The performance management system set up
by the Australian Public Service Commission places emphasis on performance agreements as a key ingredient
of any performance management design. In addition, performance agreements are very useful tools for drawing
up performance plans and conducting performance audits and evaluations. Performance agreements need to
be aligned with an organization’s objectives, and should contain detailed lists of tasks and assignments, as well
as clear definitions of work content, goals and evaluation criteria. A fair and open performance management
system should give every staff member a chance to comment and give input on performance expectations.

CPA Australia points out that individual work plans (IWPs) are the basis for developing performance
agreements, and that performance agreements mainly consist of five key elements, as given in the following:

i) Performance Results: Before performance reviews are conducted at the beginning of the year, the
organization should clearly identify what it expects from the individual staff members over the coming
months. This helps to ensure that:

a) there is a consensus between management and staff members on the kind of work, workload, and
performance expected from everybody over the coming year;

b) performance targets are set only for important work and projects, and not for minor and routine
tasks;

c) performance results are amenable to fair evaluation;

d) performance expectations are aligned with IWPs and project plans, etc.

ii) Manager’'s Support: What kind of help and support can management provide to promote the reaching of
performance agreements? Managers should ask their staff. How can | help you do your work even
better? The actions approved, as well as the support and resources provided by the manager should be
specifically noted in performance agreements.

iii) Learning and Development Plan: What kind of learning and training can the staff undergo to promote
the reaching of performance agreements?

a) All learning and development activities should have date of completion that is set in advance, and
the manager should confirm whether or not the activities were successfully completed.

b) All comments, suggestions and other recorded input should be used | support of developing efficient
learning activities. This will help management and staff to jointly select future learning activities.

iv) Performance Evaluation: What kind of rating system is employed?

a) Performance evaluations should be held on an annual basis.

b) In most situations, manager and staff member should arrive at a performance evaluation grade
through joint negotiation.

c) To facilitate the evaluation process, a clearly defined grading system should be established, and
both the staff member and the manager should be required to back up their evaluation by examples
and evidence to ensure that the evaluation results will be fair and reasonable.

d) Should staff members not agree with the grading they received, the process enters the conflict
resolution procedure. This procedure should be clearly laid out in the performance agreement to
ensure that a formal framework exists to resolve disagreements over evaluation results.
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e) During the entire evaluation process all extraneous issues should be strictly avoided to ensure that
the evaluation deals exclusively with performance issues.

f) Evaluation should take into account a staff member's development over a long period of time
(accumulative approach), not just his performance between the last evaluation and the current one.

v) Career Plan: Individual career planning and its connection with individual annual performance.

a) Staff members are given the opportunity to choose their own career options, or to discuss career
possibilities with members of management or the human resources department. These discussion
should also be noted in the relevant performance agreements.

b) A record is being made of the discussions between staff members and members of the human
resources department.

The research cited above indicates that in implementing a performance management system as part of a
comprehensive set of administrative reforms, one needs to take into consideration a number of key issues and
strategies. However, it also becomes evident that different countries and different government departments will
often adopt methods and measures that are not entirely identical. When formulating a new performance
management mechanism, one may well use the key strategies described above as reference points, and then
fine-tune and adapt them to the different needs and requirements of Taiwan with its specific political, social and
cultural background.

IV.The ROC Civil Service Performance Evaluation
Policy and the Transformation of the Civil Service
Performance Evaluation Act

1. Policy Statement

After taking office, Examination Yuan President Kuan Chung vowed to weed out the flaws and
shortcomings in the current civil service system and revamp the existing evaluation mechanisms. In Kuan’s
view, the system as it stands suffers from the following problems:

i) The Three Mismatches: “Divorced from reality, divorced from people’s expectations, divorced from the

government’s performance.”

a) About 99.7% of civil servants receive B-level grades or better in periodical evaluations, yet most of
them “achieve” these grades through a negative, passive approach that could be described as, “The
more you do, the more mistakes you make; the less you do, the fewer mistakes you make; and if you
do nothing at all, you won’'t make any mistakes at all.”

b) In the era of globalization, the government’s role is gradually changing, and people’s expectations of
the kind of service government agencies should provide are rising.

c) There is much room for improvement in terms of administrative efficiency.

ii) The civil service system is by its very nature a conservative and monopolistic institution, but civil
servants urgently need to adopt a more enterprising, dynamic attitude to improve our services. The
performance evaluation system is the central tool in bringing about such an attitude change.

iii) Evaluation reviews should focus on actual performance and productivity. If civil servants get higher
grades simply because they are rising in the bureaucratic hierarchy (e.g., the highest percentage of
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A-level grades is found among high-ranking officials), this will create a sense of doubt and mistrust in
basic-level public servants, in particular with regard to the evaluation system.

iv) The evaluation system currently in place does not fulfill its proper function. For example, in many
departments it is customary to give alternating rating of A and B to civil servants, regardless of their
actual performance. If you know at the beginning of the year that you will receive a B-level rating at the
year-end evaluation, it is very unlikely that you will be motivated to do a good job.

v) Under the current system, there can be no proper linkage between evaluation results and pay. Instead,
and bonuses are allotted in accordance with a routine distribution system. The result is that bonuses,
which should be an incentive to improve work performance, are instead viewed as part of the “regular
pay.”

vi)Performance reviews should be conducted in an objective fashion in accordance with scientific
methodology. The evaluation system should be fair and based on democratic values. Therefore, the
bonus system is in dire need of a complete overhaul. (Looking to the United States public service
review system, we find that there are no bonus mechanisms in place, but that much emphasis is placed
on democratic structures.

vii) The evaluation system’s grading scale should also be redesigned. Ideally, we should take our cue from
the Japanese system with its classical five-grade scale and a reasonable distribution of grades across
the spectrum.

viii)The evaluation mechanisms, as well as the skill and commitment of the upper management, are crucial
factors in the functioning of the entire civil service system. Civil servants should also be given a chance
to assess their own performance in this larger context.

2. Background of the Civil Service Performance Evaluation Act

The formulation and execution of government policies relies heavily on a reliable and well-working civil
service apparatus. Consequently, the selection and deselection of civil servants has been one of the most
important issues in the process of administrative reform taking place in many countries over the past few years.
In the face of globalization, public servants need to adjust their attitude, skills and performance in order to
remain capable of satisfying the public’s demands for improved and comprehensive service.

The objective of performance evaluation is to select the best talents and most efficient workers, and
deselect those who are not capable of meeting the requirements of their job. In this way, we can optimize the
system’s efficiency. One key factor in attempting to achieve this goal is the Civil Service Performance
Evaluation Act: its stipulations have a direct and palpable impact on whether or not the results of performance
reviews will be fair and just.

In order to improve the civil servant performance evaluation system, and make it a better tool for
promoting outstanding and dedicated staff (thereby increasing overall efficiency), a close examination and
detailed overhaul of the Civil Service Performance Evaluation Act (hereafter CSPEA) is a matter of great
urgency.

3. The History of the CSPEA

The ROC CSPEA was first promulgated by the president in 1986, and took effect on January 16, 1987.
Since then, it has undergone four revisions. In 2002, the Examination Yuan drew up a draft for another revision
of the law, and submitted it to the Legislative Yuan. The new provisions introduced in the draft aimed at allaying
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concerns that under the existing system, it was too easy for public servants to receive A-level ratings, and that
performance reviews in general were too lax. However, the draft failed to be passed into law by the 5th
Legislative Yuan over disagreements about a proposed 2% minimum deselection ratio for public servants who
were given C-level grades in performance evaluations. Building on the rejected proposal, a new draft was
composed and submitted to the legislature in 2005, yet so far the 6th Legislative Yuan has also failed to pass
this new draft into law.

From April to September 2009, the Ministry of Civil Service organized a number of symposiums with
experts, scholars, entrepreneurs, and basic-level public servants to discuss three key topics, namely “How to
Design an Effective Performance Evaluation Mechanism,” “Designing a New Grading System for Performance
Reviews plus a Complementary Package of Legal Revisions,” and “Designing an Efficient Mechanism for
Removing Unsuitable Civil Servants.” As a next step, the Ministry of Civil Service, compiled proceedings
containing the main ideas and suggestions from the various meetings/symposiums to serve as reference points
for future draft laws. The Ministry of Civil Service will also invite experts from personnel and human resources
departments of both the central and local governments for joint deliberations on future revisions of the CSPEA.
Hopefully, this more integrated approach will yield the desired results.

4. Policy Schemes

Future revisions of the CSPEA will focus on the following points:

i) Establishing a fair and reasonable evaluation system.

ii) Placing the main emphasis on work performance, with each department developing its own
performance criteria.

iii) Setting up mechanisms that reliably reward good performances and penalize bad ones. Under this
strictly merit-based approach, bonuses are used as effective incentives, and not part of the regular
payment.

iv) Integration of performance evaluation, training, and promotion mechanisms.

v) Agency leaders have to take full responsibility for performance management.

vi) Alignment of group and individual performances.

vii) Mechanisms for Removal from Employment.

V. Key Issues in Strengthening Performance Evaluation

In more detail, for the future we propose the following courses of action:

1. Establish a fair and reasonable evaluation system:
Change the current one-way alignment of evaluation mechanisms

to strengthen democratic values.

In terms of concrete evaluation methods, we may take our cue from the Australian system of performance
agreements. When implementing new performance review methods, we need to pay attention not just to
competence and expertise, but also to realizing democratic participation and management by objectives (MBO).
Ideally, before individual performance evaluations are held in an organization, the staff members under scrutiny
and the management of the relevant departments should negotiate a consensus, or performance agreement,

ZaABe\ T REEE




Tha Examination Yusn of the R.0.C.

that lays out the details of the evaluation process. Other promising tools include self-assessment and individual
interviews, which would allow to more accurately evaluate staff members’ output and progress on specific
projects and goals. Another advantage of two-way evaluation mechanisms is that they increase positive
interaction between management and staff, and decrease the subjective element in management’s assessment
of their staff (thus generating more objective evaluations). All in all, the evaluation process needs to integrate
democratic principles and produce reliable, objective results if it is meant to increase overall performance and
productivity.

2. Place the main emphasis on actual work performance, and allow

each department to set down its own set of performance criteria.

In the future, the focus of the Ministry of Civil Service and the CSPEA should be to provide a set of
general guidelines and principles, such as stipulating that evaluations should be conducted with regard to “work
performance, work skills, service attitude and moral conduct.” The main emphasis should obviously be placed
on “work performance,” since the core purpose of performance evaluations is to assess staff members’ output
over the past year. The category “Work skills” comprises “core skills,” “professional skills” and “general skills.”
In more detail, “core skills” would include financial management, case plan management, analytical and
dialectical skills, policy marketing, and communication and mediation skills. The term “professional skills
(know-how)” refers to leadership skills, arbitration and negotiation skills, potential development (e.g. research
and innovation, improving performance, autodidactic learning, advanced training, aided development, etc), but
also broad experience in the field of public service and teamwork. Last not least, “service attitude and moral
conduct” play a crucial role in building and maintaining a good government image, and improving the interaction
between government and population. As for the detailed lists of items to be examined in performance reviews,
these should be drawn up by the various departments at their own discretion, but attention should be paid to
ensuring that all items do relate in some way to the actual content of the examined staff member’s work, and do
affect the achievement of group performance and the organization’s objectives. The different environment and
functions of different departments should also be taken into account.

3. Set up mechanisms that reliably reward good performances and
penalize bad ones (strictly merit-based approach). Use bonuses only as
powerful incentives, and do not make them part of the regular payment.

In the past, annual performance reviews rated civil servants’ performance based on a four-grade scale
(levels A-D). In actual practice, however, most civil servants routinely received A-grade levels, which meant that
the review system largely lost its value as tool for rewarding the good and weeding out the bad. In order to
promote good performances and healthy internal competition, it is important to reinstate the meaning and
function of the various grading levels, align performance reviews more closely with the reality of civil servants’
work content, and thus reestablish staff members’ trust in the system.

4. Agency leaders have to assume full responsibility for performance

management.

Management’s performance evaluations are meant to assess whether or not the group of staff members
under its leadership achieved the tasks it set out to accomplish. Since department heads serve as connecting
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links between agency leaders and basic-level staff, their output will affect the entire organization’s
administrative performance on many levels. In order to encourage department heads to take an active,
hands-on approach (and thereby improve the performance of the entire department and organization), and in
order to put an end to the idea that department head should always receive A-level grades in performance
reviews, we should install mechanisms that allow agency leaders to better penalize departments who do not
perform well, or are not suitable for their job, by transferring them to different posts. Department heads should
be made well aware of this new approach, and asked to adjust their attitude.

5. Provide a complementary set of laws and regulations governing
performance evaluation and training, and aligning them properly

with the promotion system.

In the future we hope to be able to make personnel/human resources decisions based on the results of
performance review. The grading system in support of this approach should contain four categories as follows
(Jay N. Shih, 2009):

i) Train and Cultivate the Best: Outstanding staff members who consistently perform at the top-notch level
should be cultivated and quickly promoted, or otherwise be given more responsibility and opportunities
in their current position.

ii) Support and Encourage the Good: Good and hardworking staff members with a responsible attitude
should be given adequate training and support, in accordance with their interest, capabilities, and
career plans.

iii) Give Under-performing Staff Members Another Chance: Those who are not performing well should first
of all be given a chance to improve their output, e.g. via assignment to new/different tasks and special
training.

iv) Penalize Undisciplined Staff: Staff members who display a very negative attitude and fail to perform
should immediately be penalized through disciplinary action.

6. Strengthen mechanisms that reward good performances and penalize

bad ones, and introduce a reasonable grading ratio.

Reasonable grading ratios (meaning that ratings will be distributed across the spectrum of grades in a
more or less balanced manner) prevent arbitrary ratings by management (for example in situations where a
department head tends to give all staff members very good or very bad ratings) and put pressure on managers
by forcing them to explain their ratings to the subordinates. At the same time, to prevent that only staff
members working in certain positions or in certain ranks will be given excellent grades (which would create a
system benefiting only the higher echelons of the organization), we should implement adequate restrictions on
grade distribution, and ensure that staff are only evaluated and graded in relation to other staff in similar or the
same positions.

7. Set up a performance evaluation mechanism for groups/teams, and

align group and individual performances. Create healthy competition

to improve service quality.
In the future, we should strive to integrate the three essential level of performance reviews: the
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organization, the specific department, and the staff members to be evaluated. We should also introduce
comparative performance reviews to rate the various groups within given departments, and internal reviews to
compare the performance of distinct units. Performance reviews may be distributed in a flexible manner among
the reviewer’s own department and the departments governed by it. Group performance reviews will also be
linked to the manager’s individual performance evaluation, i.e. since performing performance reviews is one of
the essential task managers need to fulfill, how well they handle this task will be an important factor in
evaluating their work. The director or other leading members of the organization will be in charge of evaluating
the performance of department heads. This gives management efficient administrative tools, and encourages
them to conduct good performance management.

8. Strengthen the reward and penalty system and establish a reasonable

mechanism for removal from employment.

Those who do not perform well should not be immediately removed from their posts, but rather given a
chance through adequate counseling and support. As long as staff members are willing to cooperate and put
effort into improving their performance, there should be sufficient resources to give them the aid and
encouragement they need. This will strengthen the organization as a whole, thus improving its overall
performance. In cases were a staff member’s performance does not improve even after counseling and training,
the staff member should be removed from his post. Otherwise, the reward and penalty system is bound to fail.

VI. Conclusion

Performance reviews serve as concrete evaluations of civil servants’ performance over a given period of
time. The results of such reviews provide important data not only for decisions concerning individual staff
members (such as whether they are promoted or not, or whether they will receive bonuses or not), but also
affect the organization as a whole: performance evaluations play a role in maintaining institutional discipline
and efficiency. Therefore, it is mandatory that evaluation rules and procedures should be made more flexible,
dynamic, democratic and transparent.

We hope that the proposed draft revisions can be passed into law as soon as possible to make the
CSPEA a solid legal basis for a better, fairer and more objective performance evaluation system. This will also
help to promote healthy competition within the various government departments, and thus improve the service
quality and administrative efficiency of all government agencies.
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