


“Stress-Free Performance Appraisals turns the writing of such
appraisals from a tedious paperwork chore to a powerful

management and motivational tool—a valuable new way of
thinking about an old task.”

—Robert Bly, author, 101 Ways to Make Every Second Count (Career Press)

“A breath of fresh air around an old subject.  Full of exceedingly
helpful tips, insights, guidelines, and tools.  A keeper for

managers and employees alike—and for every manager who
wants to keep talent on the team.  We finally have the what, why,
how, and wherefore of performance appraisal...all in one place.”

—Beverly Kaye, Founder/CEO Career Systems International,
co-author:  Love ‘Em or Lose ‘Em:  Getting Good People to Stay

“It’s rare to find a book on performance appraisals that is so well-
researched, entertainingly written, and packed full of real-life
examples. This user-friendly guide is written in an easy-to-

understand, practical way. It’s not only a highly valuable tool for
the HR professional and the operating manager, but one that will be

particularly useful for the employee—the too-often-neglected
beneficiary of a good performance appraisal procedure.”

—Dick Grote, President, Grote Consulting Corporation  and author of The Complete
Guide to Performance Appraisal and The Performance Appraisal Question and

Answer Book

“A much needed, easily readable book about an extremely valuable
management tool. This book tells why and how good performance

evaluations help a business retain its best employees. Using
anecdotes and well documented studies, it examines the fears and

misconceptions preventing many employers from using
evaluations to maintain an effective workforce. This book should

be required reading for all employers and their supervisors.”

—Henry P. Baer, former Chair of the Labor & Employment Law Practice, Skadden,
Arps, Slate, Meagher & Flom LLP, an international law firm
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9

It’s Not Supposed toIt’s Not Supposed toIt’s Not Supposed toIt’s Not Supposed toIt’s Not Supposed to
Be This Way…Be This Way…Be This Way…Be This Way…Be This Way…

Performance appraisals can be one of the most anxiety-provoking
aspects of work—for both supervisors and employees. Appraisals are meant
to be clear, rewarding, interactive, and fair. They take real time, real
dialogue, and a real focus on the future—not just the previous months.
And they need to work successfully for all employees—not just the terrific
ones!

Yet often that’s not how it works. Supervisors tell of too much focus
on tedious written forms and too little training, of “just getting through
it,” of getting hit with lawsuits or complaints when there’s even a hint
about “improvement opportunities,” and of the difficulties of measuring
intangibles. Employees often just plain dread appraisals, citing feelings of
trepidation from a “once a year necessary evil,” hostility over having “one
error dragged through 10 categories,” and frustration with “perfunctory”
appraisals that neither acknowledge nor foster growth. As one employee
put it, “The perception of the individual or relationship often dictates how
critical or complementary a supervisor will be.” Without clear baselines,
measurable parameters, and organization-wide accountability, performance
appraisals are, by nature, subjective judgments that are arbitrary and all
over the map.
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With a multitude of approaches, “appraising” appears to be an
inevitable fact of life since the dawn of recorded history and predictably
well before. Many workplace strategies now heralded as “new” began in
the mid-1800s.1 Performance evaluation as a distinct management
procedure came decades later, and then mainly as pay-for-performance.
In the beginning, the procedure was rather simple. Workers were paid for
measurable output. “Piece rate” pay systems compensated workers in
proportion to their productivity.2 An entire era of incentive schemes
emerged, and while standards of output could be defended on a more
systematic basis, and pay could be more clearly linked to an individual’s
performance, a key question remained: Why did employees persist in certain
traditional practices and not respond to the cash nexus?3

As behavioral science came into prominence in the mid-1950s, a more
modern model of performance appraisals began to take shape and, with
attention to morale and self-esteem, appraisals grew in promise as tools
of motivation and development. To this day, there is controversy over if
and how appraisals should be tied to financial reward. Pay raises or cuts do
not necessarily improve or even sustain job effectiveness. And clearly
employees with roughly equal capabilities can receive the same pay yet
perform at very different levels.

Strong advocates view appraisals as potentially “...the most crucial
aspect of organizational life.”4 Others question the value of appraisals,
suggesting the process is so inherently flawed it may be impossible to
perfect.5 In between are clear endorsements for using performance
appraisals, but wide-ranging disagreement on how.

What is also clear is that performance appraisals are all over the
workplace. They can be conducted fairly, comprehensively, confidentially,
and productively. This book is loaded with such examples. But they can
also occur on the phone, on the run, or during a chance meeting on the
elevator. They can be open-ended, or a checklist of items that don’t even
relate to on-the-job functions. They can also be late, often not conducted
until well into the next work year. Performance indicators may not be
uniform throughout an organization, specific job levels, or even in the same
department.

Why is such a shabby face so often put on one of the most vital and
continuing workplace responsibilities? In the mid-90s, a survey by the
Council of Communication Management confirmed what almost every
employee already knows—that recognition for a job well done is the top
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motivator of employee performance.6 Via formal evaluations and through
regular informal routes, performance appraisals yield excellent opportunities
to motivate. Yet the process is frequently counterproductive, or viewed
merely as perfunctory, almost as an aside. Maybe this is because we just
don’t know how to do performance appraisals well. Rather than an ongoing
process, or number of mini-meetings, performance appraisals have become
an annual event, one that strikes at the vulnerable cores of supervisors and
employees alike.

It’s not supposed to be this way. Rather than a painful yearly event,
performance appraisals can be viewed as a discussion, a culmination of
small meetings held throughout the evaluation period. The appraisals can
be shaped objectively, according to clear standards about the quality of
employee performance. Appraisals can clarify present expectations, track
future ones and underscore the importance of two-way feedback. They can
work to engage employees in their own career development. And happily,
the elements involved (goal-setting, effective observation, practical
documentation, and ongoing communications) can all be learned. In this
book you’ll find Supervisors’ and Employees’ Self-Assessments and other
tools. You’ll find sound guidelines and helpful insights for use on both sides
of the desk. There are critical do’s and don’ts, tips for “owning” the appraisal,
and ways to leverage it.

In one form or other, performance reviews will continue to be a fact of
our work life. This book is designed to cut through all the anxiety and make
the process—or series of discussions—more pleasant and productive. It’s
also designed to bring performance appraisals into the 21st century,
including such areas as job-sharing, telecommuting, RIFs, shared
supervision, team evaluations, nerve-wracking economic forecasts, legal
concerns, and accommodating particular employee challenges.

The chapters tap into the actual feelings of employees and their bosses
as they seek out balance and structure, travel the steps to successful
appraisals, craft discussions that won’t bite, develop measurable goals, link
to organizational vision, and keep to the right side of the law. You’ll find
good examples and painful ones, real-life performance appraisal problems
and support in handling them. There are many hallmarks of painless reviews,
and a route to tossing appraisals out completely.

The aim here is to remove the dread from performance evaluations.
Conducting/receiving them need no longer be one of the worst days of your
work year.
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13

No matter how “scientific,” no matter even how

many insights it produces, an appraisal that focuses

on “potential,” on “personality,” on “promise”—on

anything that is not proven and provable

performance—is an abuse.

—Peter Drucker, often called the “most important
managment thinker of our time.”

Enter the fast heartbeat. Despite the fact that so many of us have experi-
enced performance appraisals for years—often on both sides of the desk—
even asking about them usually brings grimaces. Whether appraisals are glowing
or, more frequently, just non-events, both supervisors and their staffs alike
tend to frame them negatively, conjuring up images of “being called to the
principal’s office,” “getting hit with a bad surprise,” and “engaging in a sham.”
A supervisor may be worried about being “perceived as the enemy” because
she gave a candid review. A mid-level employee said he wanted “constructive
criticism” but was anxious because he didn’t know what it would be. One em-
ployee simply said, “I hate being judged, and that’s all appraisals really are.”

U.S. Secretary of State, General Colin Powell, is clear about what he
appraises: “Intelligence and judgment and, most critically, a capacity to

1The Roots of Anxiety
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anticipate, to see around corners; also, loyalty, integrity, a high energy
drive, a balanced ego, and the drive to get things done.”1

It’s usually not that clear.

Definitions of modern-day performance appraisals generally run along
these lines: As an important element of performance management, ap-
praisals are yearly or semi-annual formal interactions between employees
and their direct supervisors during which employees’ strengths and weak-
nesses are cited and goals are assessed and set. As indicated in Chapter 3,
performance appraisals take multiple routes.

Ideally, the appraisal is a two-way discussion and strengths and weak-
nesses are considered within the context of organizational goals. There are
goals set jointly at the start of that year’s performance cycle that form the
basis of discussion. The appraisal is constructive, distinct from talk about
compensation and a “no surprise” evaluation that reflects a series of dis-
cussions or mini-reviews conducted throughout the year. And, for good
reason, Peter Drucker, in his landmark book, The Practice of Management,
postpones discussion of financial rewards until nearly the end, explaining
that “financial rewards are not major sources of positive motivation in the
modern industrial society, even though discontent with them inhibits per-
formance. The best economic rewards are not substitutes for responsibility
or for the proper organization of the job.”2  It appears best to postpone
discussion about pay until after the review. Veering off to a discussion about
pay upfront can divert attention from the work performance itself.

The path to the ideal can be rocky. For a process that’s so well estab-
lished in the corporate landscape, the performance appraisal is astonish-
ingly unpopular. Employees dread it as an annual calling to
account...managers see it as a bureaucratic chore. According to the (United
Kingdom’s) Institute of Personnel and Development, one in eight manag-
ers would actually prefer to visit the dentist than carry out a performance
appraisal.3

Supervisors’ Perspectives

� Delivering bad news is painful.

� There’s never time to prepare.

� It’s hard to measure intangibles.

� There’s no accountability, so why bother.
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� No training or guidance is given.

� There’s forced ranking—bell curve is more important than
employees.

� Forms are as heavy as the St. James version of the Bible.

� Employees only want to get to money part.

� It’s hard to distinguish between criticism and professional
development.

� Employees may come up with surprises.

� It’s tough to be objective with well-liked employees.

Employees’ Perspectives

� It’s a meaningless exercise.

� Emphasis is on form, not process.

� Surprises are scary.

� They’re always late, even when raises are attached.

� Supervisors just want to get through them.

� There’s always one negative area, then little about anything else.

� It’s never a two-way discussion.

� Basis for measurement is fuzzy.

� A “meets expectations” rating is like getting a “C”...no matter
what my supervisor says.

� My boss has no real understanding of what I do every day.

Natural and Cultural Drivers

Why are appraisals so troublesome, especially when performance evalu-
ations are as old as life itself? Almost any program on the Discovery Chan-
nel provides compelling evidence that all life is wired to perform them.
Every species has its most accomplished leaders, hunters, and more desir-
able mates. In nature, performance appraisals are a fascinating and in-
stinctive truth of daily life.
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Human performance appraisals, of course, are not as beautifully pro-
grammed. But culturally driven, appraisals appear to be a fact of human
history. Perhaps the earliest record is derived from the Code of Hammurabi
(circa 18th century B.C.), which gave the green light to pay-for-performance
to some of Babylonia’s traveling merchants. Their income went up just as
soon as they brought in double the principals’ investment for their services.
Shortfalls were made up from their own funds.4 Appraisals have also been
pivotal in shaping history. Spanish colonizers appraised Indian societies by
their cooperation, cultural-linguistic affiliation, and locality. “Tribes” were
imagined, then created for administrative purposes. Categories that were
later adopted by English colonizers, anthropologists, and government offi-
cials, then cemented by the reservation system, are a basis for present-day
tribal identities.5 Inspired by a powerful dramatist, ideal Samurai virtues,
such as honor and loyalty, have been widely revered in Japanese society
since at least the late 17th century. The disgrace of dishonor remains
powerful to this day.6 Performance appraisals are also potent outside of
the cubicle. Hindu marriages, for example, are considered a union of two
families, not merely two people, and bloodlines and reputations definitely
matter.7 Performance appraisals occur—family-style. The same is true of
many other cultures.

Performance appraisals do not begin or end in the workplace. Where
our children attend day care, the medical care we choose, where we work
and shop are all grounded in an evaluation process. But unlike a work
situation, we usually feel more in control—we are doing the judging, not
having, as one mid-level attorney put it, “an annual check-up where the
doctor doesn’t have the blood work to measure how I’m really doing.”

Emotional Framework

On-the-job performance appraisals will inevitably be underscored by
human dynamics. The approach may be tested, piloted, considered, and re-
placed by another approach. But it will inescapably be a mix of subjective
judgments/reactions, emotions, flashbacks to experiences that reinforce or
dispel, and all the expectations and anxieties that frame the appraisal session
itself. This book is a roadmap to first acknowledge, then cut through all that.
Understanding what’s causing all the fast heartbeats is a useful first step.

For starters, performance appraisals tap into a hefty smorgasbord of
emotions. But please ditch any notion that, on either side of the desk, emo-
tions get sanitized simply because they surface in the workplace. While this
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book supports routes to getting and staying on the right track to effective
performance appraisals, it does so in the context of human frailties and vul-
nerabilities. Consider the “no surprise” performance appraisal that workers
aspire to have and supervisors desire to give. Human beings have a distinct
dislike for uncertainty. Maslow’s groundbreaking needs theory developed in
1943 lists safety as just the second rung of a five-stage hierarchy of needs.
This need covers “not just physical safety but questions about job security
and organizational practices,” 8 striking at the heart of our comfort zones.

What We Fear?15

Failure

A steadfast staple on fear lists, the fear of failing, is per-
haps grounded in the notion that everything we do must be
successful, and that there’s no truth to thinking that there’s
no such thing as a genuine failure if we grow from it.

Success

Ranked almost as high as the fear of failure, success is of-
ten something we have no guidelines for—we may prepare
for failure, but not for success. Yet success frequently means
more responsibility, more attention, more stress, continued
pressure to perform as well or even better, diversion from
other priorities, and sometimes increased liability.

Judgment

Just about everyone grows up seeking approval from par-
ents, teachers, and peers—and there’s no reason to think
that desiring positive feedback from others changes in adult-
hood. That’s why recognition from others consistently shows
up as the prime key to motivation. Yet shaping our lives by
external perspectives leaves little room to discover and go
after those dreams and goals that are truly ours. Judging
others, and allowing them to judge us, drains emotion, as-
piration, time, and energy.

Emotional Pain

Life is loaded with lessons that teach and spur growth—
unless we get stuck in the hurt and negativity that block
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personal and professional gratification. Knowing the dif-
ference between a “let down” and a continuing roadblock
is essential.

Embarrassment

Even more embarrassing than private screw-ups, public
mistakes are...well, public. But everyone who deals with
people sometimes makes them. Handling them gracefully,
rectifying the damage, and moving on is the way to go. Tap-
ping into just about all of these fears, the only alternative
to fear of embarrassment is to stay stuck in the mistake.

Sharing Our True Feelings

Young children are clear about their feelings. But as adults,
we must sometimes learn, through practice, how to be open
and honest. For starters, it’s important to be clear to our-
selves how we feel about a particular issue. If we don’t know,
it’s important to find out. Being honest, especially in a situ-
ation perceived as threatening, can be tough. Open and
honest may not be easy, but it offers a clear track for mov-
ing ahead rather than continually navigating a series of per-
ilous curves. Employers can set the standard by shaping a
work site that expects honesty and creates a safe harbor for
practicing it.

The Unknown

Key to appraisal anxiety is the fear of being surprised, es-
pecially when evaluations are a yearly event rather than a
series of mini-reviews. Effectively preparing for them as
suggested in Chapter 2, being attentive to work output all
year long, and asking periodically for feedback, even if it’s
not offered, will go a long way toward dousing the “mights”
and “what ifs” that often shadow the anticipation of per-
formance appraisals.

Intimacy

Being open and honest means being yourself, revealing who
you are and what you feel with another human being or, in
work situations, with multiple other beings. How open and
honest these multiple others will be with you is a product of
the work climate, the individuals drawn to it, and your own
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behavior. While there are, of course, clear boundaries on
the level of openness and sharing at work, showing up
should not require an emotional costume—it’s reasonable
to expect to be yourself, keeping your standards, values,
and comfort levels intact.

Being Rejected/Alone/Abandoned

Being yourself should be a positive aspect of work. Test it
before predetermining that your talents, ideas, and solu-
tions won’t be accepted, or that you’ll be perceived as
“dumb” or shown the door. Ease into becoming more par-
ticipatory, pilot your ideas with a trusted colleague and then
your boss, team up on projects and offer to take on more
responsibility. Before long you’ll be a real player—but prob-
ably too busy to notice.  

This book is also written with the trust that “gut feelings” are a valid
compass in approaching appraisals. In his engaging book, The Emotional

Brain, New York University science professor Joseph LeDoux traces many
emotions as “products of evolutionary wisdom, which probably has more
intelligence than all human minds together.” He cites evolutionary psy-
chologists who believe that our species’ past goes a long way toward ex-
plaining our present individual emotional state.9 LeDoux also cites the
work of Isaac Marks in highlighting the “striking extent” to which protec-
tive strategies apply across the various vertebrates. When danger is per-
ceived, just a few strategies are called into play: withdrawal, immobility,
defensive, aggressive, and submission.10 Why does this read like a Dilbert
cartoon?

        Dilbert reprinted by permission of United Feature Syndicate, Inc.
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By nature and nurture, we are wired to react as we do. Understand-
able or not, we still have to deal with both our behavior and its conse-
quences. Ask supervisors and their staffs about handling appraisals—and
modes of avoidance rise high on the list. But avoidance as a symbolic
foxhole usually can’t last for an entire year. The appraisal inevitably oc-
curs, even if it’s six months late.

It doesn’t help that the disconnect between what tends to count most
to employees and what supervisors think counts most to employees seems
to be rather dramatic. Despite changing conditions, site studies first con-
ducted by the Labor Relations Institute of New York in 1946, and then
repeated in 1981 and 1994, reinforced that, as top motivators, white-collar
nonsupervisory employees most valued “full appreciation for work done,”
followed closely by “feeling in” on things. In 1946, these values ranked
first and second respectively; then eased into second and third place re-
spectively in 1981 and 1994 when “interesting work” topped the list. In all
three studies, “good wages” ranked only fifth of 10 factors. When imme-
diate supervisors were asked what motivated their employees, they ranked
good wages first, job security second, and promotion/growth opportuni-
ties third,11 a ranking that stayed constant in all three studies.

What People Want From Their Work16

Employee Supervisor

Ranking Ranking

1 Full appreciation of work done 8

2 Feeling of being in on things 10

3 Sympathetic help on personal problems 9

4 Job security 2

5 Good wages 1

6 Interesting work 5

7 Promotion and growth in the organization 3

8 Personal loyalty to employees 6

9 Good working conditions 4

10 Tactful disciplining 7
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Failure to Motivate

With such wide variance, it is not surprising that employees are often
less certain about where they stand after the appraisal than before it, tend
to evaluate supervisors less favorably afterwards, and often report that few
constructive actions or significant improvements resulted. In 2001, an in-
ternational survey of 8,000 employees and managers revealed that one-
third of employees reported that their managers provided little or no
assistance in improving their performance—and that they had never even
had a formal discussion with their managers regarding overall perfor-
mance.12 And there’s no overstating that it is not just employees but also
their bosses who disparage organizational evaluation practices. Second only
to firing an employee, managers cite performance appraisals as the task
they dislike the most.13 As a long-time appraisal navigator put it: “As an
employee, I’d rather be in the dentist’s chair.” As a supervisor, I think,
“Isn’t there something more important to do today...like budget planning?”
Despite careful preparation, I’m always afraid I’ll screw the appraisal up.”

When we wondered why Hallmark hadn’t yet tapped into such wide-
spread angst, ad whiz Ed Avant shot back with this:

You’re wondering what your rating is

I haven’t told you all year long

Now it’s time to tell you

All the things that you’ve done wrong!

Except that it’s a serious personal and organizational matter. Every per-
formance appraisal that fails to motivate, or worse, is a lost opportunity for
both the employee and the employer. Aristotle was perhaps the first to ob-
serve that: “We are what we repeatedly do.” Each employee evaluation that
neglects to recognize actual employee performance serves to perpetuate
weaker qualities and omit reinforcing the positive. Morale, employee esteem,
and organizational interests get doused in the process. One banking employee
said that her once-a-year perfunctory appraisal only reinforced that she was a
“9-to-5 fixture and not a real human being.” That talented employee has since
advanced quickly in a wiser financial institution.

Early career issues are a sensitive matter, too. While young people are
often disappointed by the nature of their first work assignments at the bot-
tom of an organization, they still believe they are doing an exemplary job.
Therefore, many are surprised and disappointed by the results of their initial
performance appraisals. With their managers focused primarily on those areas
most in need of correction, these young workers are caught up in examples
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and illustrations of poor performance, yielding appraisals somewhat more
negative than originally envisioned.14 Thus a sour taste from the start.

The following pages are designed to help change this sour taste, to
help you widen the lens, step back from particular incidents and concerns,
and to focus on the broader, brighter picture—an approach more gratify-
ing than appraisal anxiety.

Why Do Performance Appraisals?

� Two-way performance feedback.

� Recognition for individual performance.

� Motivational tool when used effectively.

� Goal-setting for next review period in context of

organizational/departmental needs.

� Opportunity to reinforce and document personnel decisions.

� Opportunity to demonstrate organizational fairness to all

employees.

� Opportunity to support individual needs.

� Opportunity to reinforce continuing open communication/

strengthen rapport.

� Opportunity to spur independent thinking plus avenues of

teamwork.

� Opportunity to encourage employees to take responsibility

for their work.

� Opportunity to contribute to organizational effectiveness.

� Opportunity to discover untapped potential…on both sides

of the desk.

These self-assessments are designed to pinpoint areas of particular in-
terest or concern. Certain responses may serve as a wake-up call, provid-
ing insight that can help you focus on these areas in the following chapters
that will be most useful to you.
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Self-Assessment for Supervisors
How do you rate yourself on the following? (1 = very often; 5 = not at all)

Provide timely feedback on a regular basis.

Carefully plan and prepare for the performance appraisal
discussion.

Hold the performance discussion when it’s expected.

Pull specific examples to support ratings.

Ensure that all appraisal discussions are private and
confidential.

Set aside an appropriate amount of time to have a meaningful
exchange.

Let my employees know how much I value their work.

Have a clear understanding of my organization’s mission/goals.

Review the completed form for fairness prior to the meeting.

Encourage two-way communication.

Take into account my employees’ needs and goals as we plan
the future.

Offer viable suggestions for improvement and development.

Separate the discussion of performance from talk about raises
or other compensation.

Given responses to above, do I clearly communicate
expectations to my employees?

Average your ratings:

If average is 1: Outstanding performance that shows up in exceptional
accomplishments of both you and your staff. You are an
inspiration to direct reports.

If average is 2: Performance consistently meets and often exceeds re-
quirements. Teamwork is usually accomplished in a highly
effective way. You sometimes motivate employees.

If average is 3: Minimal expected. You get the job done.
If average is 4: Needs are being addressed inconsistently. Established re-

quirements are not being met. Work tends to get done,
but sometimes with less than complete effectiveness. Staff
rarely receives recognition.

If average is 5: Performance is unacceptable. Established requirements
are not being met.
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Self-Assessment for Employees
How do you rate yourself on the following? (1 = very often; 5 = not at all)

Meet my yearly objectives.

Complete work assignments on time.

Make contributions to work group.

Work effectively with coworkers to accomplish department
goals.

Share important work information with others.

Talk to my supervisor when I need help.

Express interest in new challenges.

Make an effort to learn about my organization’s goals and how
I  can advance them.

Assist my boss without being asked.

Assist my coworkers without being asked.

Openly review my work to learn how I can improve.

Make an effort to build bridges with other departments.

Ask for feedback on several levels.

Average your ratings:

If average is 1: Outstanding performance that results in exceptional ac-
complishments. You are an extremely conscientious em-
ployee.

If average is 2: Performance consistently meets and frequently exceeds
requirements. Work is accomplished in a highly effective
manner.

If average is 3: Minimal expected level of performance. You are getting
the job done.

If average is 4: Performance does not consistently meet established re-
quirements. Duties and responsibilities are accomplished,
but sometimes with less than complete effectiveness. Im-
provement is required. It would be wise to seek on-the-
job guidance.

If average is 5: Performance is unacceptable and does not meet established
requirements. Key responsibilities are not being fulfilled.
Improved performance is necessary and must be sustained
for successful employment. On-the-job guidance is vital.
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2Forget Winging It!

Understanding should precede judging.

—Louis D. Brandeis,
U.S. Supreme Court Justice,

1916 to 1939

Former New York Mayor Ed Koch did it directly. “How am I doing?”
he’d ask, as he walked in parades, greeted visitors, and strolled Manhattan’s
streets. For the rest of us there’s paperwork. Usually lots of it. A recurring
complaint about performance appraisals is that “forms are endless and
there’s no guidance in using them.”

Winging it isn’t the answer. It almost guarantees morale, management
and legal dilemmas, and the inconsistency from one department to another
does nothing but impede an organization’s mission and goals.

Given that performance appraisals are a fact of 21st century work life,
and bound to come in widely diverse shapes and sizes that are most often
handed to you, the best single way to deal with any of them is to be clear—
before the appraisal—about whom you are evaluating, what you are evalu-
ating, and why your appraisal is geared in one direction or another (the
latter bolstered by a number of objective, legally sound examples). Henry

02 Stress Chapter 2.p65 6/12/2003, 3:47 PM25



Stress-free Performance Appraisals

26

Ford said, “Before everything else, getting ready is the secret of success.1

As a hallmark of effective performance management, performance apprais-
als rarely work well on the fly.

Preparedness on everyone’s part marks the difference between an un-
informed appraisal that’s frustrating, futile, and possibly legally hazard-
ous, and a performance appraisal that elevates shared understanding,
communication and, within the framework of clear goals, achievements
over the next appraisal cycle and beyond. What’s really needed is a review
before the review. A solid checklist that rather than add another layer to a
possibly already undesired review will make the whole review process
smoother, more productive, and legally defensible.

Some things to keep in mind:

Know Your Employee or Your Supervisor
If you’re an employee whose supervisor doesn’t often open the door,

take the initiative to make an appointment to talk to him or her periodi-
cally. Angst comes when the performance review is really the single time,
or just one of the very few times, that supervisors and employees sit down
together during the year. One organization asked their employees to com-
plete the appraisal form—in the third person! That turned out to be the
actual form! Employees felt duped, believing their supervisors didn’t care
enough to even fill out the form. Optimally, a performance evaluation is a
wrap-up of a series of informal discussions held throughout the year and a
springboard from which to move forward, with new ideas, improved per-
formance, and perhaps more responsibility.

Knowing a supervisor or employee means being better able to antici-
pate the reaction to your comments, and then “managing” your reaction to
generate positive results. It’s also, of course, highly useful to know your-
self. Managers’ effectiveness is significantly influenced by insight into their

Dilbert reprinted by permission of United Syndicate, Inc.
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own work. Managers who can be introspective about their work are likely
to be effective at their jobs.2 The same applies to employees, who seek not
just success but gratification. By its nature, self-gratification is self-defined.

Demonstrate Respect and Confidentiality
How, when, and even if appraisals are conducted send a strong mes-

sage. When a supervisor delays appraisals, does them on the fly, allows
phone or other interruptions, doesn’t have paperwork complete, and gen-
erally doesn’t demonstrate that the performance evaluation is a priority,
an employee may feel that he or she isn’t either. If an employee shows up
late, only half-heartedly participates, takes no initiative in goal-setting, and
sits waiting only for compensation information, you can bet the supervisor
is similarly hearing a loud message. Respectful interaction during the ap-
praisal reflects on the broader relationship and is a harbinger of the qual-
ity of day-to-day work life. Setting aside sufficient time in a private setting,
with no interruption, is key. Confidentiality is, too. Only those with a
need to know should be privy to the conversation and the form.

Don’t Prejudge
Our first impressions of others take place automatically, and the pre-

judgment process goes on largely unnoticed by our conscious minds. Past
experiences, needs and wishes, and assumptions about the context in which
we encounter new people all greatly influence what information we attend
to and how we interpret it. Research indicates that even after months of
regular interaction, roughly two-thirds of our first impressions remain
unchanged.3 The hiring process alone does not give supervisors and em-
ployees the opportunity to know each other well, and upfront impres-
sions can be frozen or misplaced unless there are continuing two-way
avenues of feedback.

Keep Messages Clear and Direct
Know when something needs to be said; then, based on solid docu-

mented examples, make sure it is being relayed accurately. Never assume
that supervisors or employees know what you think, want, or need. Not
being direct can be costly. Hints are often misinterpreted or ignored. Keep-
ing messages clear depends on awareness, knowing what you have observed,
and knowing how you have reacted to it, especially because what we see and
hear externally is so easily confused with what we think and feel inside.
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Separating these elements will go a long way toward communicating clearly
and directly.4

Keep Messages Straight
A straight message is one in which the stated purpose is identical with

the real purpose of communication. Disguised intentions and hidden agen-
das are manipulative. Check whether your messages are straight by asking:

1. Why am I saying this to this person?

2. Do I want him or her to hear it, or something else?5

You’ll know quickly whether the points you’re highlighting need to be
clarified, strengthened, or scrapped.

Review Job Description
For starters, make sure there is one—and that it’s accurate and up-

to-date. If not, one needs to be developed, with employee input. That
should occur prior to the session so that the job description can be dis-
cussed and in place for the next performance cycle. Along with goals, the
job description is a key basis for gauging performance effectiveness and
whether organizational and departmental needs and supervisor and em-
ployee expectations are all on one track. Perhaps new responsibilities
have been added over the review cycle, or there’s interest in adding them.
There may be recent team or work group initiatives that should be inte-
grated. Perhaps there is a community liaison role that has not been ac-
knowledged. Employees are the people most aware of on-the-job
responsibilities that, despite being regularly addressed, are not in their
job descriptions. The descriptions further serve to measure employee
workloads and the need to develop new skills to best perform new tasks.

Track Performance Year-round
Have a handy folder to toss in quick notes, including positive obser-

vations, others’ feedback, memos, award notices, and other items that
reflect on performance evaluations. Create an e-mail file for the same
purpose and periodically print out the e-mails and add them to the folder.
It’s important to think of this as an active folder, not one to dust off
yearly. Use it as a basis for regular ongoing discussion. It may seem time-
consuming, but it’s much easier, more productive, and more fair than
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having to draw on memory once a year. An appraisal at the end of a given
cycle works much better as a recap with recognition, or as an opportunity
to stimulate improvement plans than it does as a surprise that is uncom-
fortable to both supervisors and employees. Being caught off guard serves
only to tap into fears described in Chapter 1. Not having specific ex-
amples to support your ratings can lead to the legal problems noted in
Chapter 9.

Stay Up-to-Date on Organizational Goals
Know what’s going on in your organization. Effectively tying job de-

scription and goals to broader needs requires a good grasp on organiza-
tional direction and changes. Stay in touch with changes along the way, and
be prepared to factor what is needed and/or desired into ongoing responsi-
bilities. When information isn’t shared by supervisors, misinformation flies
freely and morale can plummet. Employees should feel comfortable ask-
ing questions and offering to pitch in on new initiatives even if supervisors
rarely or never initiate discussion.

Consider the Ground Rules
If you’re a supervisor, should there be any ground rules? Does your orga-

nization mandate any? If not, perhaps it should. Ground rules might cover
ensuring two-way conversation, setting guidelines for goal-setting and prob-
lem-solving, applying techniques to stay on track, developing standards for
addressing conflict, and delaying talk about compensation for a timely follow-
up session. Each of these topics is considered in subsequent chapters but it’s
important to list them here because each will predictably come up in at least
some if not all performance reviews. If you’re an employee being appraised, the
ground rules are more informal but nonetheless important—and up to you to
implement. The most productive appraisals are clear, open two-way discus-
sions. Honesty and clarity, bolstered by written examples, are fair expectations,
but may require some added determination if your work climate does not readily
invite openness.

Follow up Quickly with Compensation Discussion
Thoughts about compensation inevitably shadow the appraisal session. It’s

unrealistic to think otherwise. There is support for factoring discussion about
pay right into the review. There is also strong advocacy for scheduling two
discussions: the first about performance; the second about pay. This precludes
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tendency of employees to want to discuss examples of stellar performance
and explain away anything that might negatively affect the increase. The
meeting can turn into a battle of explanations between manager and em-
ployee rather than an open discussion of performance and how it can be
improved.6 When the compensation talk is scheduled separately, it should
be held very soon after the performance appraisal, perhaps even at the
end of that session.

Preparation Pays Off...for Supervisors and Their Employees

Make sure to review the following:

� Strategic plan.

� Updated job description.

� Evaluation form/rating structure.

� Prior performance appraisal.

� Personnel file documentation.

� Goals for current review cycle.

� Preliminary appraisal recommendations—positive and/or
negative aspects.

� Documented examples, including letters of praise and award

information.

� As needed, suggestions for improvement, such as training,

Performance Improvement Plan.

� List of questions.

� Anticipated reaction and how to best respond, if warranted.

Review Before the Review

Before the review, employers sometimes ask staff to complete the ac-
tual appraisal form, or to perform self-evaluations and/or appraise their
supervisors. Other forms may seek feedback about development needs,

02 Stress Chapter 2.p65 6/12/2003, 3:47 PM30



Forget Winging It!

31

training interests, ideas for new projects, and areas of concern. The re-

sponses may be viewed in advance or discussed for the first time during

the review. It is also important that the supervisor’s supervisor review the

appraisal before it is shared with the employee. This provides built-in safe-

guards that can be significant to employees, supervisors, and organizations.

At a Mid-Atlantic country club, managers ask: “Will both the em-

ployee and I know when this goal has been achieved?” An international

hotel chain develops appraisal forms designed specifically to particular

jobs. A financial firm in Virginia has an optional employee preevaluation

sheet that is reviewed by supervisors before the evaluation and attached

to the evaluation form. Five questions probe: quality of performance against

the performance plan, success in fostering customer satisfaction, team

and work group contributions, challenges desired over the upcoming year,

and the training needed to undertake them.

Many companies ask employees to be ready with a list of accomplish-

ments. Even if not asked, it’s an excellent idea to have them. As previously

underscored, the importance of documenting is key for supervisors, too.

Not doing it year-round can backfire. In one case, a supervisor realized that

her employee was not contributing in the way he presented it in his

preappraisal form. She wanted to place him on probation but, without

her own supporting documentation, there was just his “record” of stel-

lar performance. It was only then that the supervisor began document-

ing his poor performance. Chapter 9 examines the legal importance of

solid documentation.

Smart companies do everything they can to give managers and employ-

ees a comfort level with the appraisal process. They underscore that it is part

of the work process, and not an annual event. They circulate the appraisal

form in advance so that features and ratings are clear. Many make it available

on their Intranet. One association pulled together a panel of seasoned super-

visors who talked about their own appraisal experiences and shared tech-

niques that worked. Some organizations have a brown-bag lunch, show a

video, and encourage discussion.

One company scheduled small group meetings so that supervisors

who worked with certain employees could collectively share impressions

of their work, giving more balance to each evaluation and fostering con-

sistency in evaluations throughout the organization. Some organizations

make sure that everyone—supervisors and employees alike—have copies

of the strategic plan in hand prior to appraisal time, with plenty of time to

review it. The expectation is that it dovetails with goal-setting. As a new
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appraisal cycle nears, some companies distribute articles to stimulate
thinking about the process. Others pull together “asset lists” of training
possibilities, videos, and other resources complementary to the appraisal
process. And a few organizations make sure that supervisors don’t receive
their reviews until all staff reviews are completed first.

Employee-driven “Max Plan”

National Cooperative Bank, a financial services company in Washing-
ton, DC, calls its appraisal process the Max Plan. At the start of each
year, a memo to all employees outlines the goals of the performance
appraisal process. What’s unusual is that the entire process is employee-
driven. Employees seek feedback from their managers and team mem-
bers, then review their prior year’s Max Plan and assess achievements
demonstrating measurable results. They then draft a new plan—all
before meeting with their supervisors. Inherent are the bank’s values,
including coaching/mentoring, supporting others’ development, build-
ing trust, and aligning performance for success and teamwork.

To steer preparation, it’s helpful to answer three questions.7 The re-
sponses can open many avenues of thinking. Employees can consider these
questions in advance, and supervisors might suggest they do.

� What actions have you taken?

� What discoveries have you made?

� What partnerships have you built?

Increasingly, smaller businesses, associations, law firms, and other such or-
ganizations are recognizing the value of not merely conducting appraisals but of
sound preparation. Many organizations conduct annual performance evaluation
training. Whether managed internally or handled by a consultant, the training
takes many forms. It may be just for supervisors, or for both supervisors and
employees in mixed or separate sessions. Role plays often provide useful coach-
ing for both. A labor lawyer might conduct training specific to legal issues. Train-
ing workshops track the entire process, from broadly clarifying why appraisals
are so important, to self-assessment, goal-setting, and problem-solving exercises,
to being tuned into rating errors. New software is making a difference. Some
products allow the strategic plan and goals to be programmed. They also permit
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supervisors to type in employee ratings, yielding a clear, objective interpretation

that helps a supervisor assess whether the rating really lines up with the intent.

Seeing the write-up of a “poor rating,” for example, may either bolster a

supervisor’s decision or trigger a change.

Qualities of Successful Supervisor/Employee Partnerships

� Demonstrated mutual respect.

� Frequent, two-way communication.

� Shared contributions to a risk-free environment that

invites healthy debate.

� Active listening.

� Mutual support.

� Both roll sleeves up in a crisis.
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The “A” List

As this book evolved, four qualities began to surface. Although appear-
ing under many theories and with a wide diversity of names and labels, these
qualities seemed to thread case studies, the extensive research of others, and
interviews at all employment levels. They boil down to the recommendation
that, throughout the year, both supervisors and employees would benefit
from being active, accurate, attentive, and appreciative. However they are
worded and framed, these qualities appear intrinsic in preparing for perfor-
mance appraisals that represent a step-up in fostering excellent supervisor/
employee working relationships. All four can contribute to ease of communi-
cation between supervisor and employee year-round. While these qualities
are not the measurable standards on which performance appraisals must be
based, they are harbingers of positive on-the-job experiences and key aspects
of effective supervisor and employee relationships.

Being active means sharing ownership of the appraisal. Make it count as a
stepping stone. Active preparation, then enthusiastic engagement during the
actual session, go a fair distance toward a supervisor’s saying, “You matter,” or
an employee’s communicating, “This work is important to me beyond a pay-
check.” Pride and accomplishment cannot be created outside of the job, and
work but must grow out of them.8 The performance appraisal is an excellent
opportunity to wrap-up a series of informal discussions, assess goals set in the
prior appraisal cycle, and move forward in a way that builds pride, recognizes
accomplishment, sets new goals and, if needed, creates measurable clarity about
what needs to be corrected. As Will Rodgers put it, “Even if you’re on the right
track, you’ll get run over if you just sit there.”9 The performance appraisal
represents a springboard for actively moving ahead on the right track.

Being accurate is similarly an indispensable dimension of perfor-
mance appraisals. Documenting work performance is often challeng-
ing enough, even without opening the door to questions about
accuracy. Because it’s unreasonable to expect that all accomplish-
ments, trip-ups, and other important appraisal information can be
kept in sight throughout an entire appraisal cycle, particularly if the
cycle is yearlong, there is a strong need for the continuing tracking.
Recent initiatives will stay fresh, but accurately documenting the full
scope of work takes ongoing vigilance. Good records can mark the
difference between “meeting” or “exceeding” expectations or coun-
tering the evidence that a performance is below par.
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Being attentive means keeping your goals on the radar screen. It re-
quires staying abreast of changing organizational needs and structure,
new project opportunities, increasing professional or personal stress on
employee or supervisor, and other clues that can translate into changes
in your work life. While not directly tied to performance appraisals, an
understanding of such occurrences can help shape their outcome, espe-
cially if your attentiveness means initiating fresh responsibility, tempo-
rarily offering to pick up a project, or perhaps envisioning an added role
for yourself or your department while organizational change is still con-
ceptual.

Sir Arthur Conan Doyle’s success in crafting Sherlock Holmes is “largely
attributable to the fact that Holmes knew how to make the most of non-verbal
communication.” But Sir Arthur “only made explicit a highly complex process
that many of us go through [without even knowing it]. Those of us who keep our
eyes open can read volumes into what we see going on around us.”10

Ideally, being appreciative would not need to be built in, but it often does need
to be. In whatever form, periodic recognition—from both sides of the desk—
clearly eases the review process. Comments such as, “I knew what was coming
would be fair” and “there are no hidden agendas” came from employees whose
supervisors took the time to praise good work, explain any concerns, and simply
say thank you for extra effort. Supervisors appreciated “questions in advance
instead of missed deadlines when something isn’t clear,” “being trusted enough
to be asked for support,” and a thank you for providing that support. “Employ-
ees increasingly believe that their job satisfaction depends on acknowledgment of
work performance as well as on adequate salary,”11 a finding that is widely rein-
forced. Compensation in its many forms is examined in Chapter 5.

Styles at Work

This list provides a glimpse of the styles that shape daily worklife. Where
do you fit? And how closely does that match the styles of your employ-
ees/supervisor/team members? There are excellent tools available to help
carefully measure styles and provide insight into how various styles mesh
in the workplace.

� Direct/ Indirect.

� Introverted/Extroverted.
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� Crisis Mode/Balanced.

� Detailed/Unstructured.

� Intuitive/Analytical.

� Assertive/Passive.

� Ambitious/Content with Status Quo.

� Dependable/Undependable.

� Persistent /Lax.

� Dogmatic/ Open.

� Tense/Laid Back.

Three Scenarios

This book is about human interaction. For this reason we have fac-
tored in composites of actual people whom we’ll call Marilyn, Richard,
and Peg. You’ll meet them and read their stories at various points through-
out this book.

Marilyn, age 42, is office administrator of a medium-sized Chicago
law firm. She is constantly busy, with broad responsibilities for person-
nel, budget, new equipment, file indexes, and occasional expansion of
physical facilities. Marilyn is on the recruitment team for associate law-
yers and coordinator of the annual attorney retreat. She is an excellent
employee who manages her time efficiently. She is well compensated and
feels highly appreciated by both attorneys and support staff. Frequently
approached by competing firms, Marilyn is a much sought after adminis-
trator. The challenge is to keep her satisfied and motivated.

To prepare for her performance appraisal, Marilyn can:

� Track her workload.

� Compare her present responsibilities with last year’s job
description, listing added responsibilities.

� List accomplishments in the present review cycle.

� Underscore how she may have leveraged accomplishments.

02 Stress Chapter 2.p65 6/12/2003, 3:47 PM36



Forget Winging It!

37

� Envision what more she would like to do, including any
training required to do it.

� Draw on her excellent track record, clear value to her firm,
and understanding of personnel parameters to seek what she
most wants.

� Prepare a back-up plan just in case.

Marilyn’s supervisor can:

� Review her job description.

� Plan to recognize her terrific work, value to the firm, and
continuing loyalty.

� Plan to acknowledge that she’s in high demand.

� Set aside sufficient time to thoroughly listen to and discuss
her ideas and proposals.

� Prepare new challenges to keep her motivated.

Richard, age 36, is a duplicating supervisor in charge of overseeing the
day-to-day operations of his department. He interviews and hires staff and
ensures that they are well trained from the start. He assigns jobs to techni-
cians, keeps tabs on new technology, verifies and approves time sheets,
and makes sure that all duplicating requests are fulfilled quickly and effi-
ciently. Richard used to excel on the job. Right now he’s constantly dis-
tracted by concern for a parent who is slowly recovering after serious
illness. His parent lives alone and Richard is often called upon for help.
The challenge is to support his present needs, yet make sure he again
meets his responsibilities in an outstanding manner.

To prepare for his performance appraisal, Richard can:

� Track his workload.

� Compare his present responsibilities with last year’s job
description.

� List added responsibilities.

� List accomplishments, if any, in the present review cycle.

� Prepare how to acknowledge shortcomings resulting from
parent’s illness.
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� Prepare a plan to help support current, possibly long-term
situation.

� Recommit to focusing more effectively at work.

Richard’s supervisor can:

� Review job description.

� Prepare to acknowledge a difficult situation.

� Prepare a list of mounting concerns but also some positives.

� Plan how to again engage and refocus Richard, seeking his
suggestions in advance so that review will have a more upbeat
tone—Richard is bound to be dreading this review.

� Plan to set measurable goals for improvement, along with a
time frame for assessing their delivery.

� Prepare information regarding Employee Assistance
Program and other resources that can help Richard.

Peg, age 27, is receptionist for an advertising agency. She greets clients,
maintains security in the reception area, handles the switchboard, tracks
comings and goings of employees, sets up client files, lines up equipment
for meetings, and picks up secretaries’ typing overloads. Peg is a poor per-
former. She is often late, takes unscheduled days off, does not consistently
get deliveries out on time, and often errs in taking messages and other
administrative duties. Despite several coaching sessions, some adjustment
of her hours to accommodate travel time, monitoring to be sure her
workload isn’t excessive, and many reminders, Peg has shown little improve-
ment. She’s now in job-jeopardy, with a written warning in her personnel
file. The challenge is to put her on a Performance Improvement Plan (Chap-
ter 8) and give her one last chance.

To prepare for her performance appraisal, Peg can:

� Determine whether she values her job and wants to keep it.

� Review the warning in her personnel file, review her job
description and workload.

� Prepare a list of solutions to documented problems and clear
time lines for delivery.

02 Stress Chapter 2.p65 6/12/2003, 3:47 PM38



Forget Winging It!

39

Peg’s supervisor can:

� Review her job description.

� Review documented discussions and warnings.

� Document performance since most recent warning.

� Plan to discuss continuing commitment to work with her,
identifying training.

� Develop a Performance Improvement Plan.
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3Appraisals That Don’t
Bite

Organizations...are not paying enough attention to

doing the right thing, while paying too much

attention to doing things right.

—Warren Bennis, former university
president, presidential adviser,

and leadership guru.

Too often, the evaluation form predominates. Instead of supporting
the appraisal, it becomes the centerpiece, functioning as a hurdle to just
get through until the next deadline comes up. A bank vice president re-
flected the thoughts of several interviewees when she said that “complet-
ing the form feels as if the appraisal is all done.” Another manager perceived
an unfriendly roadmap, saying, “evaluation forms leave lots of room for
the negatives and just a few lines for the positive stuff.” Perhaps this isn’t
surprising. “Betraying their partial origin from the study of clinical psy-
chology, many performance appraisals often seek out weaknesses rather
than pointing out strengths [even though] individuals are employed for
what they can do, not for what they cannot do.”1
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A survey of Fortune 500 companies showed that only about 10 per-
cent of employees were satisfied with their organization’s performance
evaluation methods.2 A survey by Mercer Human Resource Consulting
found that 78 percent of companies routinely conduct annual performance
reviews and communicate the results to workers. But only 26 percent of
employees said managers routinely provide constructive feedback and/or
coaching. It’s no wonder that Mercer’s Colleen O’Neill said, “Performance
evaluations are often viewed as something that those at the top tell the
middle to do to the bottom.” 3

What lost opportunities! Organizations invest untold millions in foster-
ing motivated employees and many millions more to keep that motivation
alive. Yet the performance appraisal, which, in one form or another, is
probably going to occur at least annually anyway, is too infrequently val-
ued as a vital contributor to performance management. 

No Longer “A Black Box”

At SC Johnson, a multinational company run by the same family
for more than 117 years, the performance management process
used to be seen as “a black box.” Employees weren’t sure how
data went in and performance ratings and merit dollars came
out. But the Wisconsin-based company turned things around, cre-
ating communications tools and training around a new Perfor-
mance Management Process. Employees now understand how data
turn into ratings, dollars, and feedback that is used to coach and
develop improved performance.

The Performance Management Process lines up objective-
setting, ongoing feedback and coaching, performance review, and
career development planning. Responsibilities are shared. The
company offers development opportunities so that employees can
grow in current jobs, prepare for greater responsibilities, and enjoy
personal growth. Managers help employees understand what their
performance standards are, how they’re doing relative to these
standards, what development may be needed, and which
opportunities can be beneficial. Employees are expected to maintain
effective performance, initiate growth opportunities, and manage
the progression of their own careers.
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Tapping Into Motivation

“Motivation is what impels us to do certain things rather than others;
to wish for certain things rather than others; to react to persons and situa-
tions in a manner peculiar to ourselves.”4 In other words, motivation is
personal. The performance review must be, too. Each review is a highly
individual matter. What makes an employee want to excel? How can an
employee best communicate his or her personal best to a supervisor? Tap-
ping into motivation requires preparedness, understanding, sound listen-
ing skills, and a supportive work climate. Above all, it requires a willingness
to genuinely know the person you’re facing. A once-a-year review won’t
do it. If performance feedback is not ongoing, the appraisal can happen
almost by rote, reminiscent of the way journalist Edwin Newman’s wry eye
viewed the World Series: “with play determined not by the quality of the
teams but by the annual occurrence of October.”5 With appraisals, of course,
both sides can emerge as winners.

Motivated individuals will seek to do that. Maslow’s “Hierarchy of
Needs” theory explained that, when not blocked, people will move up a
ladder of needs to fulfill their potential. Satisfying one need sets the stage
for advancing to the next. In this chain of needs, Maslow placed “esteem”
as fourth, before self-actualization, and after the satisfaction of physiologi-
cal, safety, and social needs. “Individuals are motivated by the esteem they
hold for themselves and in which they are held by others. Although real
achievements are rewards in themselves, there is much enjoyment from
the recognition and respect of others.”6 Published in 1959, the work of psy-
chologist Frederick Herzberg is often cited as empirical evidence sup-
portive of Maslow’s needs’ theory.7 In focusing on reasons for job
satisfaction and dissatisfaction, Herzberg, too, identified recognition as
being among the positive factors. Among his principles for implementing
job enrichment, Herzberg underscored “increased accountability, feed-
back, and providing new learning experiences”8 as being fixtures of most
sound performance reviews. Herzberg’s research showed that linking work
and personal satisfaction is a potent motivator.

What does it take to move performance evaluations in a posistive direc-
tion? First, there is the review before the review. Then, there is a careful,
motivating appraisal discussion. Both supervisor and employee are key to the
productivity of this discussion, which merits private, sufficient, and uninter-
rupted time. The clear message is: performance reviews are important be-
cause both employees and their organizational contributions are important.
Conducting a respectful review drives this message home.
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Just as with compensation systems, most managers and their employ-
ees inherit both the appraisal process and the paperwork that reflects it.
As a result, this chapter focusses on the conversation that should be req-
uisite to all appraisals rather than tackling appraisal forms themselves.
Sometimes positive appraisal experiences can be leveraged to shake things
up a bit so that entire organizations benefit. To generate more two-way
feedback, managers may also have the flexibility to create an “add-on” to
the organization’s form, such as the one developed by an association di-
rector that appears on pages 63 and 64. This form worked well in comple-
menting the association’s long-standing standard form, which was basically
a lengthy checklist.

If you’re a supervisor headed into appraisal discussions, it’s useful to
remember that your best assets go home at night. Successful change de-
pends on individual people and their collective actions. “By showing trust
in and respect for all employees, managers can empower people to do their
jobs to the very best of their ability. As Martin Marietta’s former president,
Tom Young, liked to observe, ‘No one shows up in the morning thinking:
I guess I’ll see how badly I can mess up today, but an unenlightened man-
agement can put them in that frame of mind by 9 a.m.’ By cultivating and
investing time in employees, managers strengthen the foundation of the
entire enterprise.”9

As the employee being appraised, you might take inventory. Who you
are determines what you see. Do you see a solution in every challenge, or a
problem in every circumstance? When it comes to approaching problems,
are you likely to flee them, fight them, forget them, or face them? It may be
necessary to get out of the box of your typical thinking.10

“Both supervisors and employees can reap rewards by breaking the
Golden Rule. Following it presupposes that everyone breathes the same
psychological oxygen,”11 which is rarely the case. Before the discussion, be
very clear about what you value, what your supervisor or employee values,
what your organization values, and the documentation vital to supporting
these perspectives. Bring along the four As of positive on-the-job expe-
riences referenced in Chapter 2—being active, accurate, attentive, and
appreciative—and you’re set to open the discussion.

Four Season’s Job-specific Forms

Believing that job-specific appraisal forms are the most accurate
method of assessing performance, Four Seasons Hotels and Resorts
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has created Employee and Management Development Reviews.
Designed to foster positive, productive relationships between su-
pervisors and employees, these reviews are tailored to make sure
that employees know what is expected of them and how well these
expectations are being met. The reviews help ensure that pay is
related to work performance and that there is equal pay for equal
work. They motivate employees to maintain or improve high per-
formance levels and provide the basis for development plans and
promotion and salary decisions.

Underscoring confidence and self-esteem as trademarks of
effective employees, Four Seasons advocates positive feedback from
management and co-workers and, as part of the appraisal process,
regular, clear, honest feedback on performance against expected
standards based on adequate observation. Aimed at an exchange
of expectations leading to a shared understanding of goals, Four
Seasons requests that evaluations occur as often as necessary, but
at least annually. Emphasis is put on rating performance only and
leaving the rating of “potential” to a Management Development
Planning process. When necessary, an Individual Development Plan
highlighting training needs is designed for an employee after the
performance appraisal is completed.

Motivational Benchmarks

� Clear, challenging goals.

� Good working conditions.

� Reliable, helpful team members.

� Effective communication from higher up.

� Ongoing feedback from boss and others.

� Consistently applied policies and procedures.

� A certain amount of autonomy.

� Recognition for a job well-done.
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Upbeat Openings

In opening the discussion, supervisors might recall their own feelings
about being evaluated. Empathy can spur an approach, tone, and even body
language that makes the entire meeting much more friendly. Supervisors
can realize that employees not only want feedback but have a right to it.
Employees want to know how they’re doing, whether expectations are on
track, and what the future holds. Employees seek recognition and rewards.
Supervisors want the satisfaction of a management function well-done. If
this discussion is the culmination of a number of mini-meetings, or series of
quick or lengthy two-way talks about performance feedback, there should
be no surprises. One national financial institution uses a form that tracks
goals throughout the entire performance cycle. Supervisors and employ-
ees meet at least quarterly and both can gauge progress at any point along
the way.

Usually evaluations are not as frequent and sometimes it is helpful for
either the supervisor and/or employee to acknowledge upfront that the
appraisal discussion is a bit uncomfortable or anxiety provoking. As neces-
sary, it provides the opening to reassure employees that the review con-
tains many positive aspects. The supervisor can also underscore his or her
interest in the employee’s growth and development. Be clear that the goal
is to summarize what has already been shared at mini-meetings and then to
move on from there.

A brief warm-up can set a comfortable tone. While this is a profes-
sional meeting and small talk should be minimal, employees (and su-
pervisors) must also be relaxed enough to become genuinely engaged.
The aim is to be open, friendly, and positive. Both supervisors and
employees can demonstrate interest in trading views and discussing
particular projects or aspects of performance. The climate should be
inviting and non-threatening, with both supervisors and employees open
to hearing concerns without getting defensive. Supervisors might heed
U.S. Secretary of State Colin Powell’s words: “The day soldiers stop
bringing you their problems is the day you have stopped leading them.”12

Employees need time to really read what their supervisors are saying.
If they can’t review the appraisal prior to the meeting, sufficient time is
needed early in the discussion. Supervisors may wish to step out of the
office for a while so that employees can better focus. It’s important for
supervisors to reassure employees that the appraisal is confidential and
will not be left where others can read it.
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Then, the supervisor and his or her employee can review the appraisal
form jointly and identify points of agreement or disagreement. If there is a
self-appraisal, the supervisor and employee can go back and forth between
the appraisal and self-appraisal forms throughout the meeting. Be ready
to ask for examples and give examples for any areas of disagreement.

Supervisors can kick off the discussion with such open-ended
questions as:

� How do you think things have been going?

� Do my ratings seem fair? Then, why or why not?

� Would you have done anything differently this year?

If an employee isn’t ready or willing to participate, the supervisor can
consider postponing the meeting, explaining that it won’t be productive
unless the employee actively participates. Emphasize that discussion is two-
way. Considerable participation by and input from the employee is impor-
tant for the employee’s perception that the process is fair.13 Setting ground
rules upfront can help, such as by stating, “I look forward to hearing from
you about 60 percent of the time.”

Ice Breakers

For Supervisors

� What suggestions do you have on meeting next year’s

goals?

� What changes/refinements would you suggest?

� What’s your point of view?

� What would you like to work on?

� How can I best help you during the coming year?

For Employees

� How do you see my skills best fitting organizational

needs?

� What’s your reaction to [cite specific initiative]?

� What do you see as the next steps in my development?
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� How can I better support you and this department?

� What do you see as my three key priorities in the

months ahead?

Employee-driven Objectives

At the National Health Service Hospital in the UK, where supervi-
sors and employees jointly set work objectives, employees reported
finding the process beneficial as long as they were actively engaged
in the process. They reported that the objectives they set for them-
selves were more interesting and challenging than those set by their
supervisors. Employees also reported pursuing growth opportuni-
ties through the objective-setting process. Because the hospital
encourages mini-reviews throughout the year, the annual reviews
are mainly a confirmation of these agreements, allowing a focused
look at objectives for the coming cycle.14

Building Productive Discussions

In most discussions, there are two parties. There are also two equally
important actions—talking and listening. One doesn’t work well without
the other. Other factors may also frame the appraisal discussion. The
prior experiences of one or both parties may crowd the room. There
might also be powerful resistance to self-disclosure, even societal bias.
It may not be considered “nice” to discuss true feelings beyond a nar-
row family circle. There may be concerns about rejection or punish-
ment, or that revealing something positive will be received as bragging.
Taking a stand means you may have to do something about it. There
may also be fear of self-knowledge. You instinctively know that by dis-
closing yourself, you will come to know yourself better.15

While shared feelings are the building blocks of intimacy, the most
difficult part of communication may be sharing these feelings. Some people
don’t want to hear what you feel. Some people are selectively receptive.
Anger is the most discouraged feeling because it is threatening to the
listener’s self-esteem. Yet how you feel is a large part of what makes you
unique and special.16
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These feelings don’t change simply because you’re at work. At a basic
level, the routes you choose for addressing your feelings probably don’t
change either. While it’s important to be yourself, both in and out of work,
reality checks about how you’re doing can be reassuring. No matter how
excellent the intent, any approach will go astray if it’s moving in the wrong
direction. Staying tuned in by seeking or providing feedback allows for a
course correction. And just hearing that you’re right on target is a good
motivator. Clarity about how you’re doing should be reinforced during the
appraisal discussion—it should not be a new discovery.

Listening fully and openly are also hallmarks of productive reviews.
Yogi Berra reportedly said, “You can observe a lot just by watching.” The
same applies to listening. There’s a major difference between listening and
hearing. Listening is active. Hearing is passive. Kicking off the appraisal
discussion with open-ended questions will fall short if listening is not ac-
tive. Information gained might contribute to a fairer rating. Terrific ideas
and clues flagging serious concerns might be picked up as well. Vital bonds
of shared understanding can be bolstered or doused depending on the qual-
ity of listening.

Active Listening

Aristotle counseled that we should use our two ears and one mouth
proportionately. If we’re committed to listening actively rather
than merely hearing, that’s an important skill to practice. Wendi
Eldh, a corporate trainer in Albuquerque, refers to active listen-
ing as a contact sport. She developed the following guidelines for
getting it right:

� Be prepared to listen. Handle current or possible distractions

before the conversation begins. Turn cell phones and pagers
off before the discussion starts.

� Focus on the speaker’s words and body language. This means

turning off internal distractions, too. Without staring, try to
absorb the full message—it’s physical, emotional, and verbal.

� Consider your own body language. Does it indicate your level

of listening? Is your level of openness in tune with the speaker’s?
The speaker may be watching for physical clues that you are
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listening, especially if his or her body language is open. A muted
and closed expression may convey a sense of your disapproval
or disagreement.

� Open body language might include eye contact, relaxed open

arms, and nods affirming certain points. Closed body language
might include folded arms, shoulders or legs turned away, and
quick willingness to focus on distractions.

� Provide verbal cues that you are being attentive. Periodically

say, “yes,” or “I see,” or “I understand,” to reinforce that you
are listening.

� Most importantly, use feedback and questions to clarify mean-

ing. Paraphrase the speaker’s message to be certain you have
understood. This both reduces ambiguity and emphasizes that
you are listening. As needed, this will also help you replace old
habits of merely hearing with active new ones of engagement.

Supervisors often build the appraisal discussion by reviewing signifi-
cant accomplishments—giving praise and credit for quality work. When
genuinely deserved, employees appreciate this praise and report finding it
stimulating and motivating. Managers often begin with the strengths:

� This year, you made important contributions in developing and

administering our media strategies. On [dates], you were an

effective spokesperson with the national and local press, and then

on [date] you did an excellent job in explaining our initiatives to

constituents.

� I’m impressed by the research you carried out this year. You

developed an effective research design and data collection and

analyses strategy. Because of your work, we’ll be developing two

new products.

� You’ve been more conscientious this year about managing the

pension plan, processing 20 applicant loans and preparing 11

reports and information for the IRS audit.

Supervisors generally work their way through each section of the form,
focusing on technical aspects, then interpersonal ones. Objective measures
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are combined with soft skills. “What” was done and “how” the employee
did it cover both bases. Statements and, as applicable, ratings should be
documented by real work examples.

What Works at GM?

“Is this a meaningful measure, and what element am I looking for
in it?” Dennis Dreyer, director of logistics for service parts opera-
tions at General Motors, said that’s the first question asked when
developing measures. For measures to work for employees, GM
believes four areas must be clear: data must be timely (available
monthly, weekly, or daily); measures must be written in terms un-
derstood by users (financial measures for finance staff, etc.); mea-
sures must be sufficiently detailed; and employees need to be clear
about which issues the measures support. Does a measure pertain
to strategic, operational, or tactical issues?17

Beyond the Comfort Zone

After commenting on strengths, it may be necessary to consider where
performance fell short. Documentation is key. Although many managers
report this part is outside of their comfort zone, the reasons for substan-
dard performance must be explored. The problem might not even lie with
the employee, but with a process or other cause.

The following example shows how a supervisor stepped up to the plate,
recognizing an employee’s achievements yet candidly expressing, in a sup-
portive way, exactly where improvement is required:

Doug, as project manager, you brought in that technology project

on time and under budget. You used excellent planning and imple-

menting skills. As we discussed when it happened, I observed that,

at times, you weren’t responsive when other task force members

questioned a decision. At one point, you agreed to a suggested

change but didn’t interact with the team for the rest of the day. You

bring a number of good skills to your assignments. However, this

organization also values true collaboration and team spirit. You

need to consistently interact with other team members in a way
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that makes them want to work on more projects with you. When

team members make a suggestion, work with them to determine the

usefulness of the suggestion. Express appreciation if it’s an idea that

will add value, or for suggesting it even if it’s not. I would like you to

be more proactive in eliciting ideas from the group.

Why don’t you think about building in a brainstorming session

during the planning phase? By taking this positive approach, you

empower the team and it might result in a quicker turnaround on the

project. That quality is necessary for a “fit” here. I would be remiss

if I didn’t bring this sensitive topic up. I want you to be successful

here. You are an important member of the team. I have more ideas

on how you can work on this. Why don’t you attend one of my task

force meetings, so you’ll be able to see what I mean in action.

What are your ideas on how you can work on this?

Supervisors need to be direct about the type of behaviors they want to

see. Employees should feel empowered to ask about their performance.

Both should be open to sharing a candid discussion designed to turn a

below-par performance around. In the previous example, Doug could have

walked away from his appraisal thinking everything was great, or with the

nagging feeling that he needed to improve without knowing how.

Feedback Sandwich

When feedback is especially tough, and employees might react

negatively, one HR manager advocates using a “feedback sand-

wich.” Based on the understanding that “feedback” covers what

one party needs, what the other party needs, and what the organi-

zation needs, the feedback sandwich is a six-step method for ap-

proaching a difficult discussion.

� The supervisor opens the discussion with a positive

aspect of the employee’s performance.

� The problem is identified and the supervisor explains

his or her concerns.

� The employee is asked to explain his or her

perspective.
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� With examples, the supervisor outlines the effects of

the behavior/action/lack of action on organizational

goals.

� The employee is asked for solutions and, together,

the supervisor and employee develop an action plan.

� The supervisor ends on an upbeat note, expressing

confidence in the employee’s capability to pursue a

positive course.

Make appraisals constructive, specific, and focused on performance,

not personality:

Vague

You are often late.

You seem to make a lot of

errors.

You are never at your desk.

Specific

You arrived 15-30 minutes after

the start of your shift four times

this month.

During November, you made six

errors on the monthly report,

three errors on the customer

letter, and routed five calls

incorrectly.

I went by your office four

different times yesterday and you

weren’t there.

Stay calm. Be encouraging. If you’re the supervisor, never discuss

need for improvement in a way that is harsh. When valid, acknowledge

the circumstances that were beyond the employee’s control. Work for

understanding rather than complete agreement. Aim for balance and to

turn things around. Be ready to offer help. Clarify what needs to happen

by identifying specific actions that employees can take. Refer to resources
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identified before the meeting for direction. Perhaps there’s a helpful train-
ing class, or a book or mentor. Prepare a plan. Work for an agreement.
Most importantly, express confidence that you can work through the is-
sues together. Continue to check for reactions and understanding through-
out the discussion. If you’re the employee, be prepared with your own
suggestions for improving performance and willingly participate in shap-
ing a plan with clear benchmarks for marking improving performance.

Killer Phrases

� That will never work.

� This is the way we’ll do it.

� I know what’s best.

� There’s no money so why bother talking about it?

� Where’s the logic?

� Why would you ever suggest something like that?

Targeting Objectives

Next is a critical phase of the appraisal discussion, in one sense the
heart of the review. This phase involves the writing of objectives or targets
for the following cycle. Vision Service Plan, the nation’s largest provider
of eyecare coverage and one of Fortune’s “100 Best Companies To Work
For” for four consecutive years, calls these objectives “key job account-
abilities” or KJAs. The company believes these KJAs are key to the job,
helping to identify the most important employee skills and values. The KJAs
include specific performance measures, such as quantity, quality, and dead-
lines, and performance methods, such as teamwork, initiative, and leader-
ship. Roger Valine, president and CEO, believes that honesty is a critical
factor in quality reviews. He points out that appraisals at his company are a
two-way street. “Supervisors shouldn’t sugarcoat what isn’t good. They are
also encouraged to ask what they can do to be better supervisors.”
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Objectives That Work

� Begin with an action verb.

� Specify, in writing, what needs to be accomplished.

� Clearly define how accomplishments are to be
measured.

� Identify an end date.

� Link employee talents and organizational interests.

Example 1:

Design and conduct three supervisory skills modules: the first by
October 10; the second by January 10; the third by April 10. On the
post-test, everyone you have trained should achieve a score of 85
percent or higher. As the trainer, you should receive a 90 percent
or higher approval rate from the participants on your delivery style
and effectiveness.

Example 2:

Utilize various recruitment strategies to increase the number of
25- to 35-year-old members by 15 percent by 2005. Recruitment
strategies must include elements of the following: direct mail, com-
munity membership drives, Internet and local broadcast and print
media.

The joint process of writing objectives clarifies and directs behavior,
providing employees with results-oriented challenges. Involved employ-
ees share ownership and pride of outcome rather than feeling as if objec-
tives are being imposed on them. Whenever possible, objectives can be
built around what employees most want to do. Motivated employees can
make a pitch for the work they want, especially by underscoring organi-
zational benefits. Objectives must be doable within given time frames and
include clear performance standards. Without performance standards,
how can a supervisor and employee know that their objectives have been
reached?
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Performance standards work as yardsticks in measuring employee
performance.They usually measure either quality or productivity. A qual-
ity standard would require a salesman to close ten sales in three months
without any errors in processing. A productivity standard would require a
salesman to close ten sales in three months. When standards are clear
and in writing, it’s more difficult to disagree about the success of the
accomplishment.

Sample measurement indicators include the following:18

1. Quantity

� Number of clients served per day.

� Number of items processed per week.

� Number of complaints handled per month.

2. Quality

� Error rate/ratio.

� Percentage of orders without errors.

� Percentage of work redone.

3. Time

� Number or percentage of deadlines missed.

� Number of calls answered within three rings.

� Turnaround time.

4. Cost

� Percent of variance from budget.

� Dollars saved over period.

� Overtime costs.

Objectives can reflect basic job duties, special responsibilities for par-
ticular projects, and organizational and departmental goals. Developmen-
tal areas for employees’ growth are another important source of objectives.
What can best help employees improve performance, move ahead, or fulfill
their particular interests tied to organizational needs? Discuss any obstacles,
such as time constraints and availability of resources.
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Weighing Objectives

Consider weighing, then prioritizing objectives based on impor-
tance. Supervisors and employees can do this together, factoring
in the following variables:

� Impact on mission and strategic plan.

� Effort involved.

� Special knowledge or creativity required.

� Scope of project.

� Effect on other work.

� Repercussion of not achieving the objective.

Agree on a plan and commit it to paper. Make clear that the employee
will be accountable for following through, and that the supervisor will moni-
tor progress, provide guidance, and be available for occasional collaboration.

Three Scenarios

Markedly different objectives highlight the appraisals of Marilyn,
Richard, and Peg, the composite people introduced in Chapter 2. Be-
cause she is already a terrific achiever, the challenge with Marilyn is to
keep her enthusiasm high and engage her in identifying fresh goals to
pursue in the year ahead. Recognizing how she enjoys developing pro-
grams and administering details, Marilyn’s supervisor acknowledges her
value to the firm, then suggests she take on the planning for her law
firm’s partner retreat for the coming year. Marilyn is asked to survey
the firm’s partners about topic choices, draft an agenda, suggest speak-
ers, and present options and a budget to the planning committee within
10 weeks. Her already considerable day-to-day responsibilities of keep-
ing the law firm running smoothly are also updated and spelled out on
her appraisal, each with measurable goals. Given her enthusiastic ap-
proach to implementing numerous tasks, Marilyn and her supervisor
schedule a mini-review in four weeks to be sure she’s not too over-
loaded to meet expected deadlines.
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Richard’s situation is much different. Distracted by serious family
illness, he’s a good worker whose performance is sliding along with the
situation. The challenge is to prevent further sliding and help renew
Richard’s pride in performing well. During the appraisal discussion,
Richard’s supervisor can acknowledge the difficulty of the situation and
pass along the Employee Assistance Program information she obtained
for him while preparing for the review. Because of Richard’s excellent
contributions to developing his company’s Winter Technical Exhibit three
years before, his supervisor works to engage him in the upcoming exhibit,
not asking him to leave home to attend but, instead, partially delegating
the responsibility of determining which of four senior copy technicians
will represent their company. This will involve objectively discussing the
qualifications of all technicians with their respective supervisors as part
of the exhibit planning team, contributing to a written report, and helping
to prepare the designated technician to attend, including providing input
for a panel discussion and computer demonstration. This work all needs
to be effectively concluded by the exhibit’s opening in two months. Goals
for Richard’s daily responsibilities are set as well. The supervisor closes
by acknowledging the tough circumstances and reinforcing that she has
full confidence in Richard’s commitment to meet his responsibilities. A
mini-review is scheduled in three weeks to monitor Richard’s work.

Despite continuing support, Peg’s performance continues to be poor.
But rather than turn the appraisal session into a termination, her supervi-
sor again explains the concerns about Peg’s performance and its adverse
impact on the organization. The supervisor also tries to have Peg acknowl-
edge her behavior. As a last effort to find a solution, the supervisor wants
to schedule a meeting the following week to discuss a full Performance
Improvement Plan. Peg agrees, realizing this is the last step.

Evaluating Quantifiable Results

Dan Hague, president of three sports centers near Washington,
DC, evaluates his employees on quantifiable results. His appraisal
form is designed to measure a series of goals tied to membership
numbers, bi-annual customer service ratings, and revenue gener-
ated by classes and equipment. That objective portion of the form
yields 90 percent of the total score. The financial perspective por-
tion of his form, for example, compares actual and budgeted sums
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for June and December. A budget off target by more than 10
percent is unacceptable. The customer perspective portion looks
at customer satisfaction average scores of 80 percent or higher.
Anything below 80 percent is unacceptable.

Successful Closes

As with the opening, aim for an upbeat close that paves the way for a
mini-review in the near future. Before closing, supervisors can be sure that
the job description is up-to-date. Employees can use this opportunity to
suggest building in newly desired challenges. For both supervisors and their
employees, it’s a good time to ask whether the current workload makes
sense. As an employee, do you feel overwhelmed or underwhelmed? As a
supervisor, do you know how your employees would answer?

Before closing, managers might invite feedback about their own per-
formance, or review a form similar to the one provided for such assess-
ment at the end of this chapter. Asking what employees need from
supervisors can yield a helpful blueprint for managerial efforts in the year
ahead. As a supervisor, this blueprint could be a handy asset to bring to
your own appraisal.

Summarizing what has been discussed is a productive way to close. To
check for understanding, supervisors can ask employees to handle the sum-
mary. Supervisors and employees might also share thoughts about what
was learned, whether there were any surprises, if there’s a concern about
balance, and general reactions. Employees can know that the door is al-
ways open if there’s a delayed reaction to anything on the appraisal. They
can also respond in writing.

Close on a friendly note. Supervisors can reinforce that the employee
is part of an important team and that their performance counts. They can
make clear that the discussion is about business and the employee, too.
Employees can be appreciative of their supervisor’s support and willing-
ness to help guide their talents and interests right along with those of the
organization. Appreciation can be expressed on both sides.

Employees sign and date the appraisal form with the understanding
that this merely indicates that the form has been discussed. The employee
should leave with a copy of the form. Confidentiality can again be stressed.
It’s up to the supervisor to make sure any promised follow-up occurs as
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quickly as feasible. It’s up to the employee to initiate feedback about any
areas of particular concern, especially if the supervisor is likely to bring
them up at the next mini-review. It’s also up to employees to keep super-
visors informed about any work results.

Types of Appraisals

Performance can be recorded in many forms, including online.

Management by Objectives

Supervisors and employees set objectives together, defining what
will be achieved within a specific time period. Objectives reflect
organizational goals and objectives.

Absolute Standard or Category Rating

This is a single form recording method.

Graphic Scale Appraisal

Also known as the Adjective Rating Scale, this is one of
the oldest and most popular methods. As the following
shown, this method is used to assess dimension/perfor-
mance factors. The appraiser marks points on the scale
that best describe the employee. Generally, there is a “com-
ments” section so the specifics can support the rating.

Performance Factor

Initiative:
Willingly assumes new
and challenging assign-
ments; is self-directed
and motivated. Antici-
pates what needs to be
done and does it.

Performance Rating

_____ Does not meet expectations.

_____ Partially meets expectations.

_____ Meets expectations.

_____ Exceeds expectations.

_____ Far exceeds expectations.
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Checklist Appraisal

On this form, the supervisor responds to the list of behav-
ioral descriptions. Sometimes items are weighted to reflect
importance.

Does the HR Assistant: Yes No

1. Post job ads on time? � �

2. Prepare complete orientation packets? � �

3. Maintain files accurately? � �

4. Answer employee questions promptly? � �

5. Computerize data promptly? � �

6. Support other staff as requested? � �

Forced-choice Appraisal

Choosing between two or more specific statements, the
supervisor selects one that best describes the employee.
In a variation of this form, the appraiser selects a state-
ment that is “most like” the employee and another that is
“least like.”

Relative Standards or Comparative Ratings

These compare employees against other employees.

Group Order Ranking

Using this method, the supervisor must rank all employ-
ees that report to him/her in a particular classification,
such as the top one-third.

Individual Ranking

Employees are ranked according to their work perfor-
mance, from highest to lowest. There can be no ties.

Paired Comparison

Comparing each employee with every other member of the
group, this method ranks employees’ performances by count-
ing the number of times any one individual is the highest/
most-preferred when compared to the other employees.
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Narratives

These provide a written assessment as opposed to a checklist.

Essay Appraisal

As long or short as a supervisor desires, the essay describes
employee strengths, areas for development, achievement
of goals, plans for development, etc.

Critical Incident Appraisal

Focused on key behaviors that define aspects of the job,
the supervisor details specific, work-related anecdotes con-
veying what an employee did or didn’t do.

Behaviorally Anchored Rating Scales

Coupling elements from the Critical Incident and Adjective Rat-
ing Scale, the supervisor rates employees on items running along a
continuum from low to high, as from 1 to 5.

Employee Feedback Form

Is employee feedback built into your organization’s evaluation
form? If not, you may wish to check the feasibility of factoring a
form like this into your appraisal process. Perhaps you can pilot it
in your own department; then, if you’re pleased with the results,
suggest it be used organization-wide. The idea is to generate think-
ing from employees that will be helpful during the appraisal dis-
cussion, or as part of a mini-review. Just as importantly, it conveys
the message that employee input counts. This form complements
the “ice breaker” questions on pages 47 and 48.
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Here are five questions that can help jump-start our appraisal discus-

sion on [date]. Responding is voluntary, but I hope you’ll think about re-

sponses and jot down your thoughts so we can discuss them during the

appraisal discussion. The aim is to make sure we’re both clear about how

your work days can be as gratifying as possible. If you decide to answer,

please bring this form to our discussion.

1. What work do you most enjoy doing? Are there a few areas that stand
out?

2. What responsibilities most satisfied you during this review cycle?
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3. Ideally, what would you like to do that you’re not doing now?

4. What would it take to do this? How can I help you?

5. In what other ways can I help you?
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4Championing
Organizational Vision

T’is the good reader that makes the good book.

—Ralph Waldo Emerson, a boldly original
thinker, essayist, poet, and philosopher

Vision is sparked by passion, insight, even a goal that has wandered
into unexpected territory. Sometimes it begins with a mistake. That’s what
happened in 1894, when 24-year-old Will Kellogg, brother of Battle Creek
Sanitarium director, Dr. John Harvey Kellogg, was asked to run experi-
ments on boiled wheat paste. Dr. Kellogg was hoping for more digestible
bread for his patients. One batch, mistakenly left out overnight, dried out.
Run through rollers and baked the next day, the paste turned into sur-
prisingly tasty crispy flakes. The flakes were a hit with patients—and Will
never turned back.1 Vacationing with his family in 1951, Tennessee
homebuilder Kemmons Wilson couldn’t find consistently good accom-
modations on the road from Memphis to Washington, DC. Frustrated
by shoddy motel quality, having to drive elsewhere for meals and, espe-
cially, by having to pay $2 apiece for each of his five children, Wilson vowed
to bring change. He began planning Holiday Inns before he ever returned
home. Societal shifts favored his plan, but Wilson’s vision was simply “to
bring standardization to the hotel industry so people would know exactly
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what to expect.”2 New groom Earle Dickinson was concerned that his
bride kept cutting and burning herself while learning to cook. A cotton
mill worker for surgical supplier Johnson & Johnson, he devised “ban-
dages” that she could apply herself—small patches of gauze secured with
adhesive tape. They worked so well that Dickinson took his concept to
management. Band-Aids were introduced in 1921.3

These men drew many others to their vision. They had to, or their
visions would have remained isolated. None of their products had a straight
path to success. Band-Aid sales, in fact, stayed sluggish all through the 1920s,
when they finally became single bandages rather than long strips that
needed snipping. Dickinson was promoted to vice president.4 All three
men ran with their visions, individually at first, then through the organi-
zations they built. Or in Dickinson’s case, persuasively shaped. Each was
mission-driven. As author W. Clement Stone understood, “When you
discover your mission, you will feel its demand. It will fill you with enthu-
siasm and a burning desire to get to work on it.”5

How do you ignite that mission on all levels of an organization? How
do you keep the vision singing as it’s translated into goals, objectives, and
performance measures, tied up in budgets, and bounced about in often
uncertain economies.

The motivation begins at the top. “Producing change is about 80 per-
cent leadership—establishing direction, aligning, motivating and inspiring
people—and about 20 percent management—planning, budgeting, orga-
nizing and problem-solving.” But leadership, Harvard professor John
Kotter also pointed out, “exists at all levels of an organization. At the
edges of the enterprise, leaders are accountable for less territory. Their
vision may sound more basic; the number of people to motivate may be
two. But they perform the same leadership role as their senior counter-
parts. They excel at seeing things through fresh eyes.”6

Top CEOs understand this. UPS’s co-founder and former CEO, James
Casey, is credited with not just pioneering a company, but building a cul-
ture. Yet he once admonished a reporter to “remember the story is to be
about us—not about me. No single individual should be given a dispropor-
tionate share of the credit.”7 Louis V. Gerstner dedicated his book, Who

Says Elephants Can’t Dance, to “the thousands of IBMers who never gave
up on the company, their colleagues, and themselves. They are the real
heroes of the reinvention of IBM.”8 Southwest Airlines’ Herb Kelleher
said, “ We hire great attitudes, and we’ll teach them any functionality that
they need.”9
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At a discussion in August 2001, Dr. Lionel Tiger, of Rutgers Univer-
sity, said, “Leaders often forget that people are predisposed to do a good
job. I’m always impressed with the films in which the young player rushes
up and says, ‘Send me in, coach.’ People are hardwired to want to be sent
in. One of the things good leaders do is to allow people to do what is built
into them to do anyway, which is to contribute.”10

It’s All About Values

But contribute how? Suppose an employee is working really hard,
doing his or her best, yet still not doing what is best for the organization.
This could mean the company’s “core purpose” is not clear. “Core pur-
pose reflects an organization’s reason for being. An effective purpose
reflects idealistic motivations for doing the company’s work. It doesn’t
just describe an organization’s output or target customers; it captures the
soul of the organization.”11 For this soul to reach every cubicle, it needs
to be genuinely integrated through all aspects of work. It can’t just be a
slogan on the wall, or even perk that says “good job,” unless that job is
designed to advance the organization’s mission and the employee under-
stands exactly what the perk represents. Trying to enlist employees in a
“purpose” is futile if that purpose is not shining through in job descrip-
tions, objectives, and performance measures. And supervisors and em-
ployees are bound to feel uncertain about their own value in an
organization if the link from their work to organizational mission and
values is not kept upfront.

Vision, strategy, and organizational structure really come down to values.
Core values are the essential and enduring tenets of an organization. A small
set of timeless guiding principles, core values require no external justification;
they have intrinsic value and importance to those inside the organization. The
Walt Disney Company’s core values of imagination and wholesomeness stem
not from market requirements but from the founder’s inner belief that these
qualities should be nurtured for their own sake. William Procter and James
Gamble didn’t instill in P&G’s culture a focus on product excellence merely as
a strategy for success but almost as a religious tenet. Service to the customer is
a way of life at Nordstrom’s that traces its roots back to 1901, eight decades
before customer service programs became stylish. As Ralph S. Larsen, former
Johnson & Johnson CEO, put it, “The core values embodied in our credo
might be a competitive advantage. But that’s not why we have them. We have
them because they define for us what we stand for.”12

04 Stress Chapter 4.p65 6/12/2003, 4:11 PM67



Stress-free Performance Appraisals

68

Such convictions are the spirited force that Peter Drucker described

as, “turning out energy larger than the sum of the efforts put in.”13

Even with organizational principles firmly embedded, awareness of them

might stay in the boardroom. Most employees may not even know they

exist. For this reason, communicating an organization’s vision and strategy

to every employee should be viewed as an internal marketing campaign.

The goals of such a campaign are identical to those of traditional market-

ing campaigns: to create awareness and to affect behavior.14 Capturing

the essence of core values and purpose is not an exercise in wordsmithery.

The point is not to create a perfect statement but to gain a deep under-

standing of your organization’s core values and purpose, which can then

be expressed in a multitude of ways. In fact, it’s suggested that once the

core has been identified, managers [and their staff] can generate their

own statements to share with the group.15 The idea is not to spout a slogan

but to get upfront and personal with an organization’s raison d’etre, to

mainstream its principles, and practice its values as a given of daily worklife.

What’s Personality Got to Do With It?16

Charles Farkas and Suzy Wetlaufer looked at how executives lead

by analyzing interviews with 160 CEOs around the world. Five dis-

tinct approaches emerged. Al Zeien, former CEO of Gillette, for

example, uses a classic “human assets” approach, personally con-

ducting 800 performance reviews annually. 

Strategy Approach

Believing their main job is to create, test, and design long-term

strategies, these CEOs value people who can carry daily opera-

tions and have fine-tuned analytical skills.

Human-assets Approach

Formulating strategy close to home, these CEOs work to im-

part organizational values. They closely manage individual devel-

opment, seek a satellite CEO group, and value long-term employees

who demonstrate the “company way.” Mavericks are not popular.

Expertise Approach

Because their key aim is to bolster competitive advantage, these

CEOs tend to value employees willing to become immersed in a

complementary expertise.
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Box Approach

Dedicated to ensuring predictable experiences for customers

and employees, these CEOs work to add value by creating, com-

municating, and monitoring specific financial and/or cultural con-

trols. Because seniority counts, look for promotions from within.

Change Approach

These CEOs focus not on a specific point of arrival but on the

process of getting there. As dedicated change agents, they seek

passion, energy, and an openness to a reinvented tomorrow.

A worker without a clear purpose can become a directed producer if

there’s a sound link with organizational mission and strong recognition for

contributing to it. This can become even more crucial in a down economy.

Mary Hayes wrote in InformationWeek that “in tough times, companies

are seeing the value of making sure employee goals are closely aligned

with the goals of the business overall.”17 Once carefully tailored to mission

and values, computer software can provide important support to this ef-

fort. Goal-alignment software lets business help employees develop goals,

then issue reviews, bonuses, and merit pay according to their successful

achievement. But does software that collects, categorizes, distributes, cal-

culates and holds employees responsible for their career goals sound a bit

like Big Brother? Faye Katt, vice president of global employee services

and corporate counselor at Baxter Healthcare Corp, asks, “Are you em-

powering your employees, trusting them, and asking them to be responsive

and results-oriented? Those are shared values, [and] such a system doesn’t

become Orwellian. It’s about results, and if you’re treating people fairly, it

works.” According to analyst Maria Schafer, communication is key. If you

say, “We’re going to be tracking you and watching you, who wants that?”

Instead, she says that companies must show employees that they’re stake-

holders in their businesses and that the more insight they have into corpo-

rate strategies, the greater chance there is for their companies’ success.18

NationsBank, now integrated with Bank of America, has put goal-

alignment software in place with great success. Its software gathers rel-

evant information from every organizational level and transmits it to

executives as brief electronic reports. If executives want more detail about

a given measure, they can double-click the item in the electronic report.
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“As a result, managers at every level can readily see if targeted objectives
are being met, can tell where the best performance is coming from, and
reward those responsible.”19

Georgia-Pacific’s Cascading Effect

“Georgia-Pacific recognized that its processes for reviewing and
managing performance were cumbersome and, more important,
did not always provide a clear link between employee activities and
the goals of the organization. To restructure its performance
management systems, the company designed a database, accessible
to salaried management online and in real-time, that defines a
standard competency set applicable to all employees. The Georgia-
Pacific strategic planning process generates company goals and
measures that are set in January and then cascaded to all levels of
the organization. The new performance management process then
links these organizational objectives to individual performance
targets, establishing a clear link between objectives and daily
employee activities.”20

Doing Your Best vs. Doing What’s Best for

Your Company

A vision provides the focal point. Then, to manage performance ef-
fectively, employee performance is aligned with organizational goals. But
as Peter Drucker wrote, “The real difficulty lies not in determining what
objectives we need, but in deciding how to set them.”21 “How can both
managers’ and their boss’ eyes be focused on what the job—rather than
the boss—demands?”22

Communication is a vital start. “It’s a two-way affair, and the receiver’s
function is no less important than that of the sender.”23 Regardless of whether
there is buy-in, everyone at an organization can be expected to understand
where his or her organization stands. And buy-in tends to grow as employees
feel connected to a mission, understand why and how their contributions are
significant, and have performance measures directly linking their specific
contributions to organizational goals. Everyone also needs to be on board. As
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a cornerstone of strategic performance management, the performance appraisal
needs to be recognized not as a perfunctory pain but as the valuable manage-
ment tool it can become. As a mainstreamed asset, it can help drive the entire
organization toward a shared vision that reflects proudly on everyone in the
entire organization. “A team isn’t really a team if it isn’t going anywhere. And if
the values, mission, goals and practices of a team don’t match up, you’re going
to have a tough time as a team player.”24 Supervisors and other managers might,
in fact, be appraised on how well their departments contribute to accomplish-
ing strategic goals. For everyone to be on board, there needs to be a cascading
effect, with accountability from the top. One Human Resources consultant,
called in to train 180 supervisors on applying strategic goals to individual de-
partments, learned quickly that the supervisors had no idea what these new
goals were. They had not been shared—on any level—prior to the training.

Even supervisors grounded in goals usually can’t just run with them.
Training is helpful not just in implementing but also in helping to identify
and frame goals. If “improve customer service by 30 percent” is a priority,
every department in the organization should spell out what, how, over what
time frame, and at what cost this will be addressed. No department should
be left out. Each department can contribute, even if support for the front
lines is indirect. The point is that everyone swims together.

Goal-directed performance appraisals might be viewed as a six-step process:

1.  Establish business objectives and strategic goals.

2. Effectively communicate business objectives and goals.

3. Assess structure alignment with business objectives and
goals.

4. Assess the employee’s capacity to achieve business
objectives and goals.

5. Fill in the gaps between capacity and business objectives and
goals.

6. Implement, measure, and modify.25

When properly executed, an appraisal instrument can become a powerful
tool for establishing corporate culture and ensuring that employees understand
and act on the organization’s broad strategic goals. In valuing diversity, for ex-
ample, an organization might evaluate supervisory personnel in such areas as
the following:26
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� Implement diversity recruitment strategies to ensure that a
diverse pool of applicants are identified for all vacant positions.

� Build time into regular staff meetings to discuss diversity issues.

� Communicate to employees that the organization does not
tolerate racial, sexual, or other offensive jokes or storytelling,
and that such behavior will lead to disciplinary action.

� Require all new employees to attend diversity training within
six months of their hire date.

� Conduct business with vendors, consultants, and business
partners that reflect a commitment to inclusion and diversity.

� Integrate diversity principles in key trainings.

Strategic Human Resources

Top management might begin to look toward the Human Resources
Department as less of a “service only” department and more of a
strategic unit, such as marketing. Why not invite the head of Human
Resources and possibly other HR staff members to participate in
the strategic planning process? Turn to him or her for ideas on
how to use the performance appraisal process as a tool for attaining
organizational goals. Don’t stop at goal-setting. Craft a full plan
that periodically measures effectiveness, rewards advances, and
derails failure. Champion organizational vision as the framework
in which all employees are expected to measure up, knowing they
can count on informed, enthusiastic support along the way.
Discussing vision’s role in running an organization, Merck &
Company Chairman and CEO Raymond Gilmartin said,
“Everything you do is for a reason, and that reason is contained
within the vision.”27 While there may be lots of interesting, creative
byways, all employees should be able to find the main highway.

At Xerox, a “Performance Excellence Plan” translates corporate strat-
egies into specific individual or team objectives and goals. Supervisors
and employees come up with plans for the coming year, including clarity
about how progress will be measured. Clearly spelled out is what the or-
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ganization will expect. In Washington, DC, National Cooperative Bank
has implemented a three-step approach. Management links company goals
to team and individual performance goals, then all employees work with
their supervisors to develop the next year’s performance plan. The plan
sets goals, establishes a mechanism for tracking progress, adjusts goals,
and provides for “coaching” throughout the year as needed. Measure-
ment criteria are built into the process. Then, management takes the pro-
cess much farther—taking a broad view, a plan is generated to bolster the
skills of all employees over the coming year, whether through coaching,
training, and/or other kinds of professional education.

At the American Society for Training and Development, every em-
ployee has a calendar-based performance plan developed by both the em-
ployee and his or her manager. Together, they set up to six goals with at
least three of them tied to metrics aligned with the organization’s overall
goals. The remainder tie specifically to the department and/or the individual.
There is a formal six-month (mid-year) review where the employee and
manager review progress to date. There may be other informal reviews based
on the employee’s project timelines and goals may be revised as necessary.
At the end of the year, the employee conducts a self-assessment and the
manager conducts a formal performance review. The manager and em-
ployee then discuss both reviews. Compensation is tied to this process, but
is addressed separately.

The United States Army has a true cascade. Within the first 30 days
of the rating period, warrant and commissioned officers sit down with
their supervisors and develop major performance objectives. They review
duty descriptions, knowledge required to perform these duties, and su-
pervisory controls. Results must be aligned with those of their supervi-
sors, whose objectives are aligned with those of their superiors. Each
quarter, supervisors perform interim reviews with employees to discuss
progress toward their objectives and revise them as needed. When the
rating period ends, officers submit a summary of their accomplishments
and are rated on a four-point scale.

Management by Objectives

Shifting the focus from past performance and ratings, Management by
Objectives (MBO) encourages a supervisor/subordinate partnership ap-
proach that looks ahead. The focus is on goals to be achieved rather than
merely looking back. Actively engaged in the process, the staff person has
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responsibility for managing his or her own job performance rather than
just getting “marked” on what has already occurred.

Popular in private and public organizations,28 the original MBO con-
cept came from the accounting firm of Booz, Allen, and Hamilton, and was
called a “manager’s letter.” The process consisted of having all the subordi-
nate managers write a letter to their superiors detailing what their perfor-
mance goals were for the coming year and how they planned to achieve
them. The idea caught on at General Electric in the 1950s, and Douglas
McGregor has since developed it into a philosophy of management.29

Beyond an evaluation program or process, MBO reflects an “entire
philosophy of management practice, a method by which managers and sub-
ordinates plan, organize, control, communicate, and debate. By setting
objectives through participation, or by assignments from a superior, the
subordinate is provided with a course to follow and a target to shoot for
while performing the job.”30 Goals are objective, often quantifiable, and
just about always written.

Because this approach targets specific goals, it is critical that these goals
be aligned with organizational vision and priority needs, not only across a
company but within the department. Given their prominence, these are the
goals that a staff person will feel most responsible for achieving.

Establishing MBO works like this:

� Employee creates a not-too-long goal list or employee and
supervisor develop it together—goals are concrete, realistic and
challenging and include time lines.

� Goals are considered in context of organizational mission and
needs and department needs, along with talents and interests
of the employee, including possible training or other support
required to address goals.

� Goals may be modified as needed, then a written list of specific
goals is mutually agreed to.

� A clear action plan is developed.

� Throughout the evaluation cycle, the supervisor informally
encourages goal attainment and the employee takes the
initiative to check in.

� At the end of the evaluation cycle, they meet to talk about
outcomes and repeat process for upcoming cycle, possibly
retaining some goals that have not yet been fully achieved.
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How IBM Focuses Energy

“Every business, if it is to succeed, must have a sense of direction and
mission, so that no matter who you are and what you are doing, you know
how you fit in and that what you are doing is important,” wrote former
IBM CEO Louis V. Gerstner.31

IBM has instituted “Personal Business Commitment,” a system that
aligns company objectives with the activities of individual employees. “PBC
helps [IBM] understand every individual’s unique contribution to achiev-
ing corporate objectives and rewards employees accordingly. Managers
can clearly see what is expected of their staff, how to measure activities,
and how to tie them to company objectives. This kind of empowerment
and accountability motivates people not just to do their best but also to
focus their energies on doing what is best for the company.” 

32

At the beginning of the year, all IBM employees sign a personal
business commitment that states what they will deliver to the company.
Employees align their personal commitments with IBM’s overall busi-
ness plan as:

1. Commitment to win.

2. Commitment to execute.

3. Commitment to contribute to the team.

Objectives incorporating the development of specific skills are tied to
both individual commitments and business unit plans. These plans and com-
mitments form the baseline against which performance will be evaluated.

Balanced Scorecards

One of the most important tools in the arsenal of MBO techniques, the
balanced scorecard translates an organization’s mission and strategy into a
comprehensive set of performance measures. It looks at the big picture,
building in measurable steps for strategic management. The aim is to fos-
ter a team approach to achieving organization-wide objectives.

“The Balanced Scorecard retains an emphasis on achieving financial
objectives, but also includes the performance drivers of these objectives,
[measuring] organizational performance across four balanced perspectives:
financial, customers, internal business processes and learning and growth.”33

Here’s how it can work:
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When a major corporation set the company-wide goal of improving
customer service several years ago, it let none of its employees off the
hook. Even those employees or departments who didn’t interact with cus-
tomers were encouraged to take part—by treating the in-house units to
which they reported as customers. The chef in the cafeteria, for example,
didn’t meet with actual customers but began to regard the employees who
ate in his cafeteria as his customers. The corporation’s entire corporate
culture is now infused with the commitment to recognize customer ser-
vice. Visitors to its headquarters are often surprised and delighted to see
messages about customer service emblazoned on the floors and engraved
on doorways throughout the building.

You might institute a balanced scorecard approach in your organiza-
tion by asking each employee to develop his or her own individual scorecard.
Challenge the employee to come up with ways of supporting your organi-
zation across the four main areas, by assisting your organization to save
dollars, attract and retain customers, improve internal business procedures,
and contribute to your own and your colleagues’ learning and growth.34

The more involved an employee is in setting these parameters, the more
enthusiastic they will be about achieving them.

Making Scorecards Work35

In 1996, accounting giant KPMG engaged in a study of seven Euro-
pean companies that had implemented scorecards. Only 30 percent had
achieved their original stated goals, however, the majority of them were
satisfied with the results. KPMG concluded that a balanced scorecard is an
expensive way to raise awareness. As a result, it designed “The Ten Com-
mandments of Scorecard Implementation.”

Do:

� Know what you hope to achieve.

� Use the scorecard for implementation of strategic
goals.

� Ensure goals are in place before the scorecard is
implemented.

� Ensure that at least one top-level nonfinancial
sponsor and line managers back the project.
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� Implement a pilot before introduction.

� Carry out a pilot for each business unit before
implementation for customization.

Don’t:

� Use the scorecard for top-down control.

� Standardize the project with ready-made scorecards.

� Ignore training and communication.

� Overcomplicate the process or strive for perfection.

� Underestimate the extra administrative workload and
cost.

� Leave the process to accountants or without top-down
support.

Three Scenarios

Below links the performance appraisals of Marilyn, Richard, and Peg
to the goals of their organizations:

Marilyn’s law firm has set a goal of 15 percent revenue growth over the
next 12 months. To reach this goal, the firm will hire seven associates. Be-
cause Marilyn coordinates new hires in her role as office administrator,
she and the managing partner identified nine new objectives during her
recent performance appraisal. Several give Marilyn the chance to enjoy
new challenges plus do some of the traveling that she has been eager to do.

� Participate in on-campus recruiting at five law schools.

� Select attorneys who will conduct on-site interviews.

� Make sure all travel and related arrangements are made.

� Circulate the resumes of those screened.

� Create interview schedules for students at the firm.

� Distribute and explain the interview assessment form.

� Collect completed assessment forms, tally them, and present
the results to the Managing Partner.
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� Ensure follow-up letters are sent to all those interviewed.

� Coordinate final hiring details as requested by managing
partner.

In his role as duplicating supervisor, Richard understands that his com-
pany must produce cutting-edge products to meet customer needs and stay
competitive. Therefore, he is expected to continually learn all he can and
stay on top of new developments. Given the situation with his ill mother,
he has lagged in new training over the past several months. Loss of a recent
order made the lag even more apparent. To meet organizational revenue,
he worked out the following objectives with his supervisor, each of which
advance organizational goals yet are attainable despite Richard’s need to
spend time with his mother. Over the next four months, Richard will be
appraised on four new objectives:

� Identify and participate in two to four short-term training
courses, including some that may be available online or during
work time rather than the usual evening or Saturday seminars.

� Identify four to seven potential new customers and work with
supervisor to set up a two-hour training demonstrating their
company’s newest capabilities.

� Follow up by phone with participants and assess level of interest,
submitting report to supervisor.

� Meet with supervisor in four months to discuss how well these
objectives have been met.

Given her continuing poor performance record, Peg’s supervisor sits
down with her and asks how she thinks she can be more helpful at their
advertising agency. The question has an upbeat tone. It also puts more
responsibility on Peg, making her accountable for a workload that, in part,
she helps to shape. If Peg really doesn’t want to begin contributing at an
acceptable level, that will also be clear. The discussion generates three sug-
gestions that, along with already assigned tasks, will drive Peg’s perfor-
mance. A follow-up discussion is scheduled in three weeks to review just
these new objectives, each of which is geared toward strengthening cus-
tomer service, a goal designed to help generate new business. A discussion
is scheduled in six weeks to review Peg’s progress on all of her objectives.
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� Respond positively to clients by greeting them by name and
ensuring that their requests are met within one day, alerting a
supervisor if that is not feasible.

� Attend the weekly staff meeting, select one project that is
discussed, and suggest a way to contribute to it. Ensure that
front desk is covered during the full hour-long meeting,
coordinating with supervisor to secure commitment two days
in advance.

� Offer to help out at next week’s exhibit showcasing campaigns
developed for agency’s clients over past year, again coordinating
with supervisor so that front desk will be covered.
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5The Many Facets of
Compensation

Not everything that can be counted counts, and not

everything that counts can be counted.

—Albert Einstein, Nobel Prize winning physicist
who revolutionized science.

Prior to the Industrial Revolution, it was not uncommon to think that
the hungriest (literally) workers would be motivated to become the top
performers and, therefore, should be kept at subsistence pay levels. To-
ward the end of the 18th century, the classical economics of Adam Smith
took issue with this, holding that monetary incentives would motivate em-
ployees to work even harder.1 A century later, Frederick W. Taylor, the
“father of scientific management,” sought the “one best way” and the one
fastest way to get a job done.2 An engineer at Midvale Steel Works in Phila-
delphia, Taylor used stopwatches to guide workers in most efficiently per-
forming each of their tasks. With pay linked to productivity, workers who
met production standards received 125 percent of their base pay. Workers
who missed the standards received just 80 percent.

Pay for performance was a hot issue then. It still is today. But it’s now
clear that sustained productivity does not come out of a stopwatch. One
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study after another underscores that recognition and gratifying work, not
pay, are the most potent motivators.

Pay, however, is inextricably tied to employment. Through the 1900s,
America’s workers witnessed an evolution in how they were paid. At the
start of the 20th century, few workers received anything more than wages
as compensation for their labor. With no modern-day benefits, workers
and their families bore the economic risks of sickness, unemployment,
and old age. “With charitable organizations sometimes helping, house-
hold savings provided the main source of security. Labor unions were
adverse to employers and the government mingling in such worker af-
fairs. This stance is traceable to the many in the labor movement that had
an agrarian heritage of self-sufficiency and independence that provided
little ideological rationale for bargaining for security benefits.”3

There were other perspectives. The railroad industry led the way in
the late 1800s by founding YMCAs along routes to minister to workers’
physical and spiritual needs, hoping to provide a more reliable and stable
workforce. In the late 1890s, the National Cash Register Company’s “wel-
fare division” experimented by building libraries, recreation facilities, and
social clubs, and offering classes.4 By 1920, John Wanamaker offered a
medical clinic, a savings and loan, and life and pension insurance plans at
his Philadelphia department store.5 At Ford Motor and other companies
welfare workers practiced “home visiting,” extending a bit of warmth from
an otherwise impersonal corporation.6 But the sentiment of the time could
be heard in the words of Samuel Gompers, president of the American Fed-
eration of Labor, who argued in 1917 that compulsory benefits “…weaken
independence of spirit, delegate to outside authorities some of the powers
and opportunities that rightfully belong to wage earners, and break down
industrial freedom by exercising control over workers through a central
bureaucracy.”7 “Labor’s attitude toward self-sufficiency and independence
would not weaken until some 15 years later under the devastation of the
Great Depression.”8

The latter part of the last century was characterized by changes in the
structure of the economy and in American society that had started years
earlier—a continuation of both the growth in importance of women in the
workforce and the aging of the workforce, a change in the pattern of immi-
gration, and a continuation of the shift towards the service sector. These
changes led to an evolution in the way workers were compensated—aligning
pay to organizational goals, tailoring compensation to employees’ needs,
and reconfiguring employee benefit plans.9
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By the close of the 10th century, a typical worker received more than 25
percent compensation in the form of benefits.10 And increasingly, creative
incentives began filling up the workplace. On Fortune’s list of “100 Best
Companies to Work For,” the semi-conductor maker Xilinix instituted a
six-percent payout but a “no layoff” policy. J.M. Smuckers offers lots of paid
time off to volunteer and lets employees be taste testers. Pella offers a $100
savings bond or a day off for perfect attendance. Adobe Systems has Friday
night beer bashes, job rotations, and three-week paid sabbaticals every five
years. MBNA provides a $20,000 adoption reimbursement and gives you $500
plus a limo and an extra vacation week when you get married. The Con-
tainer Store, already offering one of retail’s highest pay scales, has domestic
partner benefits, free yoga classes, and even chair massages at headquarters.

But do all these perks really make a difference? Or are they actually
disincentives? And are organizations generally paying for efforts or results?
If results, are they short-term, or tied to genuine organizational goals? Early
in the 21st century, we’re still grappling with these basic compensation ques-
tions. The challenge is no longer whether to reward, but what to reward
and how much. As part of performance management, a solid appraisal pro-
cess can be an indispensable asset in sorting all this out.

How Does Your Employer Measure Up?

� How are pay decisions made?

� What gets rewarded here?

� How much does the organization value my position?

� How are different positions here valued?

� What are the pay ranges for my position?

� When was the last time our salary ranges were reviewed?

� Does our organization meet or lead market rates, or do we lag?

� Is there bonus money?

� Is there internal and external equity?

� What performance is expected for the compensation I receive?
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Communicating About Pay:
Shadowing the Appraisal

The discussion about pay is usually more effective when held apart
from the performance evaluation. If not kept apart, talk about com-
pensation can be distracting. Mentioned upfront, an employee may
be mentally computing the new amount, or feeling down because it’s
less than anticipated. If kept to the end, the employee may wait tensely
for the figure and fail to actively engage in the appraisal discussion.
Either way, talk about pay might affect the entire discussion.

Pay, however, does shadow most formal evaluations. Employ-
ees will be eager to find out about future paychecks, and supervi-
sors will either want to recognize good work with a tangible reward
or perhaps just get past disappointing news (although there is ample
feedback that shows delaying the discussion might be more likely).
Pay is inextricably tied to appraisals, and it’s fair for employees to
expect that the compensation will be scheduled at the end of the
appraisal meeting, or soon after.

At the meeting, the supervisor should be prepared to thoroughly
explain why and how the salary decision was made, not just in the
context of the employee’s performance but in line with overall com-
pensation decisions. If an employee would have received more in
better economic times, he or she has the right to know it. If there is
a tight pool and others have performed more effectively, that should
be communicated honestly as well. The supervisor needs to clarify
what the raise is based on, the range of possible increase amounts,
and the reasoning that supports the sum awarded.

If supervisors have stayed on top of appraisals through a se-
ries of mini-discussions, and employees have stayed actively en-
gaged, the discussion about money should include no real surprises.
If there are surprises, supervisors might question whether they
said anything misleading, and employees might question whether
there are real lags in their performance and, if so, what it will take
to correct them.
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What Is Compensation?

Defined in its broadest sense, compensation is any reward or payment
given to a person for services performed. Operationally, that definition
tends to narrow according to the definer’s perspective. Managers typically
define compensation as the financial rewards package provided to employ-
ees in exchange for their services—wages, salaries, commissions and bo-
nuses, plus insurance and other types of indirect monetary benefits.
Employees generally define compensation more narrowly, as the wage or
salary received from employers for work performed.11

The difference is not subtle. With perhaps 25 percent or more of com-
pensation existing in benefits, most employees are receiving significantly
more than the bottom-line net check they take home each week. It’s not
unusual for employees to be happily surprised when their benefits are quan-
tified—not just as numbers in paychecks that may not be scrutinized regu-
larly but as a concrete breakdown that is flagged during the compensation
discussion phase of the performance appraisal.

“The total rewards package has three purposes:

1. To attract a sufficient number of qualified workers to fill
organizational positions.

2. To retain employees so that turnover is held to acceptable
levels.

3. To motivate employees to perform to the fullest extent of
their capabilities.”12

Organizational rewards packages are usually structured with three main
components:13

1. Direct Monetary Rewards. Sometimes called cash compensa-
tion, direct rewards include everything (for example, salary,
wage, commission) that an employee is paid for work accom-
plished or effort expended. This income is discretionary.

2. Indirect Monetary Payments. Usually called benefits, these
payments include items of financial value that do not result di-
rectly in employees’ receiving spendable dollars. They cover
various forms of protection, such as health, life and disability
insurance, and services, such as uniforms, free parking, finan-
cial counseling, and employer subsidized cafeterias.
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3. Psychological Satisfactions. Psychic income is key in work
environments. This compensation includes recognition,
opportunities to perform meaningful work, social interaction,
job training, advancement possibilities and a host of similar
factors.

Two fundamental compensation philosophies tend to drive thinking:

The entitlement philosophy is often characterized by cost-of-living
raises and across-the-board pay increases. Eligibility is longevity-based.
There is either a general pay increase for all employees, the same increase
for all employees within a classification, or a step increase within a pay
grade or range.14 While the performance appraisal is crucial for feedback,
development and other purposes, it provides little, if any, assistance when
pay is entitlement-based.

The performance-based philosophy entails a variable pay approach in
which pay goes up or down based on a measure of performance. Not every-
one in the same job will be paid exactly the same, and not everyone will like
the approach.15 By documenting performance that can support or douse a
pay increase, performance appraisals are usually a vital aspect of perfor-
mance-based compensation.

Then there’s IBM. When Lou Gerstner took the helm in 1993, IBM
was on its way to losing $16 billion and on the endangered species list.
Gerstner shook everything up, transforming IBM culturally and competi-
tively. In 1994, he brought sweeping compensation change, all designed
“to bring the compensation system in line with the new IBM. I wanted to
underscore my belief that you can’t transform institutions if the incentive
programs are not aligned with your new strategy.”16 In his candid book,
Who Says Elephants Can’t Dance?, Gerstner detailed how he realigned
IBM’s incentives to drive a new culture of teamwork and accountability
dedicated to IBM’s bottom-line success (and survival).

Bonuses were paid to executives based solely on the perfor-
mance of their individual units. If your operation did well but the
overall corporation did poorly, it didn’t matter. You still got a
good bonus…Beginning in 1994, we instituted a huge change. All
executives would have some portion of their annual bonus deter-
mined by IBM’s overall performance…except for those people who
reported directly to me. Their bonuses were to be based entirely on
the company’s over-all performance. Executives at the next level
were paid 60 percent based on overall performance and 40 percent
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on their business unit results…the system cascaded from there. Of
all the changes I made in 1993 and 1994, nothing else had the impact
of this move in sending a message that, ‘We need to work together
as a team. Gerstner’s not kidding. He really wants us to make inte-
gration the centerpiece of our new strategy’…In the mid-1990s, we
introduced variable pay globally across IBM. This was our way of
saying to all IBMers that if the company could pull off its turn-
around, each and every one of them would share in the rewards.
Over the next six years, $9.7 billion was paid out to IBMers world-
wide.17

Talking About Dollars

The best of supervisor/employee relationships can get sticky when
it comes to compensation. This is especially true when a tight finan-
cial pool must be distributed among several highly deserving team
members. Here’s a look at how Mark (employee) and Carol (super-
visor) candidly address his justifiable request for a financial reward
and her justifiable need to dole out limited dollars fairly. Both hold
their ground, yet engage in a respectful give-and-take as Mark’s
performance appraisal comes to a close:

Carol: Mark, I looked over the contributions you made recently

and I’m so pleased. The coordination you handled and

the research you applied to our new series of public semi-

nars are terrific. You really helped the department by de-

signing and conducting that needs assessment. The new

products were just what our customers wanted. You were

critical to the launch of those products, too. And as a re-

sult of your outreach and creative client communications,

this year’s first five product seminars were filled to capac-

ity. I don’t know who worked harder on them than you.

Mark: Thanks for noticing all that. I spent a lot of time on those

efforts and think my input really helped.

Carol: I’ll make sure you get a copy of this appraisal. As you’ve

just seen, your contributions are highlighted in the sum-

mary section. And I’ll definitely be thinking about an-

other opportunity for you to use your creativity and

perseverance.
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[Carol stands up to close discussion]

Mark: Gee, I’d like to discuss one more point with you. Didn’t

you just tell me I worked harder than anyone else? And

that my efforts resulted in some real success for us, some

additional revenue?

Carol: Yes. I also put that in writing on the appraisal form.

Mark: Well, this is a little awkward, but I feel I merit something

more for all of the extra time I put in. I spent five complete

weekends in a row working on this project, and also many

late evenings. I brought in 25 new customers this quarter

and worked on the committee to design an online customer

order form. There have already been more than 1,000 hits

on it.

Carol: We’ll be talking about increases at another meeting, Mark.

This one is just to assess your performance, which is excel-

lent. But I do want you to know that I don’t have a lot of

flexibility with increase amounts. I have to spread a finite

amount among all six of you on my team. I’m not at liberty

to discuss your coworkers, but I value each of you for your

unique strengths.

Mark: But you said I worked harder than anyone.

Carol: I recognized you for your efforts, but please understand that

other members of the team have done a series of similar

projects—most have also been successful and generated

additional revenue. What I plan to do is distribute the in-

creases in an equitable way. I do have access to a small

discretionary fund that I use for one-time bonuses. I’m glad

you pointed out those additional contributions. I plan to

look at all the data and make those awards next week. I

promise you’ll know something soon.

Mark: I hope all of my work will count.

Carol: I won’t forget you, Mark. Your work is excellent, and I ap-

preciate it. But until I take a comprehensive look at our

budget and a just distribution, I cannot commit to any-

thing. Thank you for being patient.
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What Counts?

Employees aren’t the only ones appraised by their companies. Jobs
themselves undergo a process of evaluation and analysis, in part
for the purpose of establishing a pay structure. “Job Evaluation” is
the process of analyzing and ranking all the jobs in a given organi-
zation to determine the value of each job in relation to the others.
Organizations generally use one of three methods: 

� Classification Method. Pioneered by the federal government,
this approach seeks to identify common skill sets, expertise, or
responsibilities across a wide range of different job descriptions.
A supervisor with an MBA who manages ten to 20 employees
would be classified with a similar supervisor elsewhere in the
organization, even if one were working in manufacturing and
the other in marketing.

� Ordering Method. Sometimes called “The Ranking Method,”
this approach is much more subjective. A special committee,
usually comprised of both management and employee repre-
sentatives, hammers out the relative rank of each job in the
company without making use of specific weighting criteria. The
committee simply asks, “Which is more important to us—Job
A or Job B?” This method works well for small organizations,
but it can be very difficult to administrate in companies with
hundreds of positions.

� Point Method. This is perhaps the most objective (but also the
most complicated) of the three approaches. In this method,
management assigns a point value to each of the skills, educa-
tion levels, or other requirements necessary to do a given job.
The job of nuclear engineer, for example, would be assigned
many more education points than that of file clerk. Add up all
the points and the organization has objective criteria for com-
paring jobs and establishing pay structures. It takes plenty of
work to put a point system in place, but afterwards the organi-
zation has a fair, reliable, and objective system that can work
for years.
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It’s Not Just About Pay

At IBM, compensation became quantifiable and clear. A group incen-
tive for success was built in. But given the shaky structure, Gerstner in-
spired much more than profits. He cut through a demoralized bureaucracy
and tapped into pride.

“Money is not the only incentive for people to stay with a company. In
yet another survey, a 1998 “American @ Work” survey conducted by The
Loyalty Institute of Aon Consulting in Chicago, 1,800 employees ranked
pay only 11th as a reason for remaining with an employer, behind such
factors as open communication with managers, ability to challenge the sta-
tus quo, and opportunities for personal growth.”18

Pay has substantive and symbolic components. In signaling what and
who in the organization is valued, pay both reflects and determines the
organization’s culture. Therefore, managers must make sure the messages
sent by pay practices are intended. Talking about teamwork and coop-
eration and then not having a group-based component to the pay system
matters because paying solely on an individual basis signals what the or-
ganization believes is actually important—individual behavior and per-
formance. Talking about the importance of all people in the organization
and then paying some disproportionately more than others belies that
message.19

Senior management at Quantum, the California disk drive manufac-
turer, demonstrates commitment to teamwork by placing every employee,
from the CEO to hourly workers, on the same bonus plan, tracking every-
one by the same measure—return on total capital. Men’s Warehouse, the
enormously successful off-price retailer, pays higher than the industry av-
erage, has fewer than 15 percent part-time staff, and funds extensive train-
ing. The issue isn’t what their employees cost but what they can do—sell
effectively because of knowledge and sales skills. Southwest Airlines, the
industry leader in cost and productivity, succeeds with no individual incen-
tives.20 Southwest’s compensation practices entail several simple elements:
comparatively heavy use of collective, as contrasted with individual, awards
such as profit sharing and stock ownership rather than individual pay for
performance; relatively low executive pay; and consistent treatment—no
giving executives big raises as employees are being asked to accept wage
freezes and layoffs. Asked what motivated Southwest’s performers to stay
where the pay is below-market, the answer was “happiness.”21
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Performance appraisals send powerful messages about organizational
values. The care with which they are developed, if they are developed, and
how timely and tailored they are tell employees how much they are valued.
And the extent to which employees participate in the process reflects their
commitment as well. Given that appraisals themselves can be awkward and
“pay is a difficult topic of conversation in most organizations…altogether
taboo in many workplaces [and] simply not discussed unless absolutely nec-
essary,”22 the coupling of a genuine talk about evaluation and pay may be a
conversation still waiting to happen. How pay is structured, and the thor-
oughness with which a manager addresses it, “reflect a fundamental [orga-
nizational] belief about people, motivation and management.”23

It’s an important conversation to have. Having an attractive benefits
package is not enough. Employees must have ample knowledge of all ben-
efits available and the value of those benefits. But research has indicated
that the typical employee was able to recall less than 15 percent of the
benefits received from the company. Effective communication is appar-
ently the exception rather than the rule.24 This is unfortunate because, be-
yond the “how much,” employees care about understanding the “why” of
their pay. “While the actual amount is very important, they want to know
the rationale behind it. Research has shown that pay satisfaction increases
with understanding of the pay scheme.”25

Employees must see rewards as fair and equitable. Motivation will not
flourish unless they do. Equity theory emphasizes that an individual is con-
cerned not only with the absolute rewards for efforts contributed, but also,
and perhaps more importantly, with the relationship of his or her rewards
and efforts to the rewards and efforts of others.26 Employees’ comfort
levels with compensation and recognition for work performed will also help
shape other factors, such as turnover, absence, and attendance, all of which
are directly linked to overall organizational morale, productivity, and
competitiveness.

By developing a keen understanding of organizational compensation
policy, and bridging that knowledge with specifics linked to individual em-
ployees, managers have an opportunity to build trust and strengthen com-
munication in an area that is often difficult. Managers can be terrific
ambassadors in showcasing company benefits and organizational values.
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Communicating About Pay27

Specificity Is Key

A manager’s promise of a “good increase” may not look so good to an
employee. A remark such as, “I’m going to get you the most I can,”
may build unrealistic expectations. “It is important to work out the
details beforehand so that specifics can be clearly communicated...No
chance of misunderstanding or false expectations can be permitted.”

Pay Is Relative

“Each individual has a unique set of personal circumstances that make
a given number high or low...same for the company.” Supervisors should
understand the “reference point,” the factors such as performance,
market, and economy that go into compensation, and explain them.
Explaining can mean the difference between a disappointed, frustrated
employee and a disappointed employee who sees the bigger picture
and appreciates being told about it.

All Pay Is Not Created Equal

Base pay and bonuses, the most common forms of direct cash com-
pensation, require different discussions. Talk about base pay is more
general and balanced. Market practices, budget realities, and pay
range are reference points. Bonuses offer a terrific motivational
opportunity. “Handing money to an employee while discussing ac-
tions and behaviors [you] would like to see repeated creates a pow-
erful link between performance and reward.”

People-based Pay28

The bureaucratic job-based approach used to determine pay won’t
be the major format driving pay system designs of the 21st century.
Instead, the new designs will be people-based, driven by today’s
service and knowledge sectors.

Skill-based Pay

Master new skills and boost earnings. No one receives a raise or
promotion until new proficiency is demonstrated. Instead of a job
description, “person” and “skill block” descriptions are developed.

05 Stress Chapter 5.p65 6/12/2003, 4:12 PM92



The Many Facets of Compensation

93

Direct observation, testing, and measurable results are among the
evaluation tools. Polaroid Corporation has adopted this design.
Proctor & Gamble has implemented it in 30 plants.

Knowledge-based Pay

Be rewarded for acquiring additional knowledge, either on the cur-
rent job or a new one.

Credential-based Pay

Be recognized for having a license or diploma, or passing examina-
tions given by a third party professional or regulatory agency.

Feedback Pay

Job descriptions become mission statements aligned with strategic
business objectives that establish a direct link to an employee’s role
in accomplishing them.

Competency-based Pay

Subjective measures, not usually considered, are added to skills,
knowledge, and credentials. Motives, values, self-image, and even
social role might be included. Because of breadth, it’s difficult to
place a dollar value on this model.

Pay for Performance

Pay for performance is a sweeping term that describes a broad range of
pay practices. While not meant as an entitlement, repeated annual increases
not linked to specific performance achievement might be considered en-
titlements. Pay for performance is intended to link a worker’s actions to
the well-documented level of performance. Despite the necessary commit-
ment of management time and administrative complexity, nearly one out
of six organizations use such systems.29

Just as the appraisals they’re often tied to, salary structures have changed
over time. The traditional structure reflects a hierarchical approach, with
minimum to maximum ranges and grades and narrow pay bands. There may
be a few dozen such ranges. This structure often supports traditional merit

pay programs driven by appraisal systems yielding overall numerical scores.
Perceived as being more objective than other structures, the traditional
structure is often an integral part of an organization’s management style.30
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Base pay, also a traditional form of compensation, provides direct com-
pensation not affected by weekly productivity. However, the performance
appraisal system and a job market study of average pay rates is crucial in
justifying and determining an increase in base pay.31

Skill-based pay focuses on the fundamental knowledge, skills and abili-
ties required of a position. But developing the performance criteria for
assessing a skill can be very time consuming, and over time the skills may
become outmoded, replaced by technological developments. And then what
is to be done with the worker? Reduce his or her pay for the obsolete skills?
Provide the worker more pay for achieving the replacement skills?32

Variable pay can work for individual, team, or organizational perfor-
mance, perhaps as a bonus or some form of incentive payment. In execu-
tive compensation programs, stock options might be included. Variable
pay generally requires a more fine-tuned performance appraisal system
because it is outcome-oriented. For variable pay to generate worker inter-
est and energy, the expectations must be realistic and the rewards for achiev-
ing these outcomes must be meaningful. Nevertheless, from a financial
standpoint, variable pay can be a very appealing alternative to base pay
increase systems. Variable pay does not compound from year to year. Funds
not spent can be reused in the current year or the next budget cycle. “Hav-
ing employees re-earn their performance bonus each year creates a com-
pelling reason for them to improve instead of relaxing into an entitlement
mentality, which is often the result of base pay increase programs.”33 Imple-
menting a variable pay program is not without its problems. According to a
study reported by the American Compensation Association in 1998, nearly
40 percent of variable pay plans had failed.34

Piece-rate pay is a form of variable pay where worker output (number
of widgets produced) is easily measurable and directly linked to a worker’s
compensation. Pay can vary from day to day or hour to hour. Often, the
worker receives a base rate. Added compensation is based on output above
a predetermined standard. A mode of “Taylorizing” the workplace, a piece-
rate system can be administered without any formalized performance ap-
praisal system. Gainsharing aims to build productivity by sharing
organizational gains from that productivity with those responsible. There
may, for example, be rewards for saving time or dollars. While gainsharing
outcomes are often quantifiable, they can vary considerably from one work
unit to another, making consistency in performance appraisal difficult.
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An alternate structure, the fast emerging use of broadbands, accom-
modates today’s flatter organizational structure by eliminating narrowly
defined jobs. Broadbanding emphasizes skills development and gives em-
ployees more freedom to move laterally or up and down within a pay grade.
An employee desiring to downshift to a less stressful position, for instance,
could do that without suffering a drastic pay cut. Broadbanding recognizes
that 21st century employees often perform not one but several different
jobs.35

Under broadbanding, pay decisions rest largely with managers—and
the performance appraisal can be key. Entry-level employees with mini-
mal qualifications begin at the first stop of their range. But rather than
annual increases, advancement depends on performance. All raises become
individually-determined merit raises. On the downside, managerial dis-
cretion opens possibilities of favoritism and abuse of the broadbanding
structure.36

Incentives…or Disincentives?

More than 50 years ago, behavioral scientist Frederic Herzberg con-
cluded that, “If you want people to do a good job, give them a good job to
do.”37 Herzberg found that achievement and recognition are motivators.
Pay becomes an issue only when it’s inadequate, in which case it’s a
“dissatisfier.” As reflected below, today’s employers seem boundless in
their quest to give recognition. There are rewards for every reason. But
however creative, how well do all these perks work?

Alfie Kohn, a leading writer on money and motivation, questioned
whether the rewards work for the long-term interest of the company, or
for some short-term personal goal. Kohn indicated that noncash rewards
don’t engender increased quality, productivity, or creativity. He pointed
out that “one of the most thoroughly replicated findings in social psychol-
ogy is that the more you reward people, the more they tend to lose interest
in whatever they did to get the reward. When interest declines, so does
quality. ‘You can get people to do more of something or faster for a little
while if you provide an appealing reward. But no scientific study has ever
found a long-term enhancement of the quality of work as a result of any
reward system,’” Kohn said.38

CEO and president Bob Rodin eliminated individual incentives for the
1,800 employees at his electronic components firm. He analyzed the five-
year earning potential of each, then assigned salaries. Regardless of salary,
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profit-sharing reflecting corporate performance was set at the same percent-
age for each employee. “Our company was divided by internal promotions
and contests. We weren’t working with a common vision,” he said. “We elimi-
nated these distractions.” Productivity per employee almost tripled.39

“People seek, in a phrase, an enjoyable work environment.”40 Investi-
gating successful companies characterized by motivated employees and low
turnover despite competitive markets, Jeffrey Pfeffer found that “one of
the core values at each company is fun.” In Six Dangerous Myths About Pay,
he described what employees value at the SAS Institute in North Carolina,
the largest privately held company in the software industry:

Employees said they were motivated by SAS’s unique perks—“plenti-
ful opportunities to work with the latest and most up-to-date equipment
and the ease with which they could move back and forth between being a
manager and being an individual contributor. They also cited how much
variety there was in the projects they worked on, how intelligent and nice
the people they worked with were, and how much the organization cared
for and appreciated them.”41

Robert McNamara is quoted as saying that, “Brains like hearts go where
they are appreciated.” Southwest Airlines, one of the companies Jeffrey
Pfeffer studied, drives this notion home. The point repeatedly underscored
by organizational theorists is that when core values are conveyed by recog-
nition on many levels, when incentives capture organizational principles
and genuinely honor employee dedication and talent, they can work ex-
ceptionally well. When awards are just exercises in giving awards, and an
organization’s core values are not defined and embedded at all levels of
the organization, awards will tend to fall flat after initial interest. To sus-
tain employee motivation, there needs to be more than a symbolic pat on
the back…unless the pat is truly earned and the act of giving it heartfelt.

How does Southwest motivate performance? “Through personal pride,”
a station manager said. He explained how the airline uses rewards to moti-
vate performance:

“Customers send letters to headquarters, with compliments or com-
plaints, about 5,000 per month. These letters are sent to the rel-
evant station, then when I get it I will put a smiley fact sticker on
it and frame it. People like to see their name up there. We have
agent of the month awards in every department. The winners are
chosen by their fellow employees…We also use $5 meal vouchers
to reward people for good performance. Supervisors do this. And
agents reward each other by sending Love Reports.”42
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At its core, Southwest has a team culture in which such initiatives can
fly. When there are flight delays, for example, it’s assumed that a situation
rather than a person is at fault.

Recognition matters. In 1001 Ways To Reward Employees, Bob Nelson
offers a treasure chest of positive and creative reinforcements—everything
from low-cost, no-cost, and fun awards, to attendance and safety awards,
team awards, self-development awards, and sales goal awards. Research
by Dr. Gerald Graham throughout the United States revealed that the
type of reward employees most preferred was personalized spur-of-the-
moment recognition from their direct supervisors. And a survey of Ameri-
can workers found that, in fact, 63 percent ranked a pat on the back as a
meaningful incentive.43

In addition to other opportunities, ensuring a series of informal evalu-
ations throughout the year, rather than just the yearly appraisal “event,”
builds in the time to provide recognition that employees and supervisors
value. It’s instructive that, according to one study, just 41 percent of sur-
veyed employees believe that the average company listens to employees’
ideas. The average American worker makes only one or two suggestions
per year. The average Japanese worker submits hundreds of suggestions
to his or her employer annually.44

Ingenuity at Work

Recommending that awards be matched to the person and achieve-
ment, and be timely and given in context, Bob Nelson offers a mo-
saic of positive reinforcement in 1001 Ways To Reward Employees.44

To keep rewards fresh and valued, he suggests pacing them: for
every four informal awards, such as a “thank you,” provide a more
formal acknowledgment, such as a day off; for every four of these
present an even more formal reward, such as a plaque or well-
developed praise at a company meeting; and ultimately, offer a
raise, promotion, or special assignment. Nelson includes these
adaptable ideas:

� Employees at Apple Computer, who worked on the
first Macintosh, had their signatures placed inside of
their product.
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� The City of Philadelphia ran an electronic message
around a downtown skyscraper citing the school
system head.

� Eastman Kodak has a Humor Task Force.

� Reader’s Digest provides space for employee gardens.

� Time Warner employees moved to new corridors and
had a block party.

� Each year several Shell Oil employees trade positions
with their United Kingdom counterparts.

� Retirees at H. B. Fuller in St. Paul have first crack at
part-time jobs.

� Meeting certain sales levels at State Farm means
dollars for Special Olympics.

Pay Online

Employees and supervisors can access compensation information
anytime. But search carefully. Most frequently you’ll get broad sal-
ary ranges. Compensation philosophies are rarely spelled out.
Sometimes just a portion of the market is surveyed. There may be a
charge. Unless there is detail about job descriptions, you may be
looking at a level or job that is not what you want.

www.careerbabe.com/salarysites.html

www.careers.wsj.com/

www.jobstar.org/tools/salary/index.htm

www.salary.com

www.wageweb.com

www.salaryexpert.com

www.salarypower.com

www.ecomponline.com

www.bls.gov
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With several New England locations, Stew Leonard’s Dairy is on

Fortune’s “100 Best To Work For” list. Believing in both instant rec-

ognition and that “what gets rewarded gets repeated,” the company

recognizes employees with “Moo Notes.” In 2002, supervisors gave

out more than 20,000 such notes. A free lunch comes with the note,

and a copy is placed in the employee’s personnel file.
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Three Scenarios

Applying compensation considerations to the three people who show
up throughout this book, Marilyn warrants extra incentives, Richard re-
quires candor and support and, based on her continuing poor perfor-
mance, Peg merits no increase.

Because Marilyn is such a consistently good performer, but already at
the top of her range, she is slated for a substantial bonus. Her firm wants to
keep her. As an added demonstration of appreciation, Marilyn might also
receive a significant nonfinancial benefit. A thoughtful and very special
perk might be free parking or attendance at her law firm’s retreat.

Richard’s history of solid performance serves him well during this diffi-
cult period when his mother is so ill. But work concerns need to be dis-
cussed openly. If Richard’s work continues to slip, his next rate increase
will be affected. For the time being, it’s not. Richard also receives other
support, including the opportunity to explore telecommuting, a compressed
work week, or time-off under the Family and Medical Leave Act.

Peg’s poor performance still shows no improvement. Giving her any
type of financial or nonfinancial recognition will be sending the wrong
message. Acknowledging the problems, and documenting them as they
occur, doesn’t appear to be making a difference. Peg’s last chance is a
Performance Improvement Plan (Chpater 8), which she agrees to try.
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6Beware of Rating
Errors

I don’t know that there are any shortcuts to doing a

good job.

 —Sandra Day O’Connor, first female appointed
to the U.S. Supreme Court (1981)

When employees trust their supervisors to conduct fair and unbiased
appraisals, their satisfaction with the system increases dramatically.1 In-
trinsic to this satisfaction is that the process stays trustworthy. If the pro-
cess breaks down toward the end because of rating errors, the whole effort
is tainted. Awareness of what these errors are, and how they affect perfor-
mance evaluations, is critical to both employees and their supervisors.
Employees need to stay vigilant, and the good intent of managers must be
accompanied by the skill, understanding, and training required to downsize
rating errors as much as humanly possible.

Even then it’s difficult. While software is now marketed to support
some types of evaluations, performance appraisals are a human process—
conceived, developed, and administrated by human beings. No performance
evaluation comes with a flaw-free guarantee. Peter Drucker is clear that
performance cannot be fully measured. “As each human being is unique,
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we cannot simply add them together, or subtract them from one another.
…to arrive at meaningful measurements is one of the greatest challenges
to management.”2

While goal-based systems are often seen as the best current option
for rating performance, care must be taken when these systems are used.
The kinds of behaviors that are specified in the goal-setting process are
exactly what the employee will tend to focus on. It is therefore critical
that these are the behaviors the organization wants to encourage.3 Ex-
amples can be drawn from the composites introduced in Chapter 2. Be-
cause Marilyn takes great pride in being cited for outstanding interpersonal
relationships, there is some danger that she may not insist that some work
move as fast as required. Richard’s goal of processing a high number of
duplicating orders per week may undercut quality and, in fact, hurt busi-
ness. While Peg’s poor performance must be addressed at every level, it
may be that a responsibility such as helping with typing overloads is being
underscored at the expense of paying attention to effective phone proto-
cols. This is another instance in which customer service may suffer.

Rater Bias
Focus on the dynamics of worker characteristics appears to have sur-

faced close to a century ago. Workplace awareness of individual needs and
differences goes back to at least the early 20th century. In England, the
work of Charles Darwin popularized ideas that individuals differed from
each other in ways that were important. In France, the work of Alfred
Binet and Theophile Simon led to the development of the first intelligence
tests, and during World War I several armies tried using these tests to
better assign soldiers to jobs. By 1923, Personnel Management was spelling
out how to match a person’s skills and aptitudes with job requirements.4

Performance evaluations rose on the wave of other personnel prac-
tices designed, in part, to reduce the potential for labor unrest. Companies
began introducing formal job analysis to aid in employee selection and ra-
tionalize the hodgepodge of wage rates that existed in many companies.5

In numerous formats, performance evaluations have been evolving ever
since.

Bias in the process is well documented. A 15-year study released in 2002
by Pennsylvania State University reveals a pattern of employment prac-
tices that has historically helped men get promoted to upper-management
positions. The study showed that employers make decisions based on
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“impression management,” which is the ability of employees to shape and
manage a self-image that positively influences others. Women were shown
to be “low self-monitors,” less concerned with crafting an impressionable
image than men, who proved to have a “chameleon-like quality” enabling
them to adapt skillfully to changing social climates. “When employee pro-
motions are based on subjective evaluations rather than skills and talent,
men have the edge, with a 15 percent higher chance of being promoted.”6

Another study at a midwestern university found that students rated the
same person differently when viewing her on video during pregnancy, and
then five months later. When asked about such characteristics as “depend-
ability” and “ability to do the job,” the students “with a remarkably high
degree of consistency,” assigned her a lower rating during pregnancy, de-
spite the fact that her behavior in both tapes was the same.7

Evaluation problems also emerge because of perceptual differences
in definitions. When words such as poor, fair, adequate, satisfactory, and
excellent are used, the evaluation can be distorted. Exactly what does
each mean? In comparison with whom? Is every employee being rated by
the same standard?

Performance appraisals can get caught in a web of rating errors. Fol-
lowing are some of the most common:

Common Rating Errors

Halo Effect
This error occurs when an outstanding quality becomes the basis of an

entire rating. Every performance dimension benefits as a result. But the
halo effect represents an error only when the rating is not justified. There is
a difference between halo errors and a true halo, which is justified by across-
the-board excellent performance. Some organizations ask raters to evalu-
ate everyone on a single dimension before proceeding to the next. The aim
is to encourage raters to focus on a particular dimension rather than over-
all performance. Another method frequently used is “reverse wording,”
which structures forms so that a favorable answer for the first question
might be ten on a scale of one to ten, while a favorable response to the sixth
question might be one on the same scale. Again, the evaluator is required to
focus on each question separately. The halo effect is sometimes attributed
to favorable first impressions that stay intact despite evolving problems.
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Horns Effect
This error is the reverse of the halo effect. Rather than one positive

feature being projected onto all rating dimensions, a negative impression
takes hold. An overall poor rating emerges because a negative performance
in one area brings down all the others. If a sales manager, for example,
receives a poor rating for turning in paperwork late, that rating might be
extended to sales skills that are excellent. Careful documentation of sales
closings through the year would be one effective way of addressing that
kind of unjustified evaluation.

Sunflower Effect
Managers may become nervous that just rating employees as “aver-

age” will reflect poorly on them. As a result, all employees receive top
ratings. But the opposite can be true. Supervisors’ supervisors may ques-
tion the ratings and conclude that inadequate time was devoted to con-
ducting a careful review. During an exit interview at one major association,
the departing employee, when asked his perspective on performance ap-
praisals, responded that they were a joke. This despite the fact that his
ratings were among the highest in the entire association. “Don’t get me
wrong,” he said. “I like the increases, but I’m not doing my best work. I
want to learn more and either my supervisor doesn’t care about under-
standing the work of different employees, or she just doesn’t care.”

Leniency or Harshness Error
One rater may tend to be lenient or tougher with employees; several

raters may all have different value systems. When appraisals apply words
like “adequate” and “good,” standards might not be defined clearly enough
to ensure consistency throughout an organization. Some raters just tend to
mark high; others low. It’s often why employees report feeling as if they’re
back in school—and frustrated. Two employees producing similar results
may receive quite different ratings from their respective supervisors simply
because of these supervisors’ tendencies to rate high or low. This error is
also called positive or negative leniency. Evaluators report that “it moti-
vates employees and makes them feel good.”8 Negative leniency may be
justified as “nobody’s perfect.” The tendency is particularly strong when
raters are rushed.9 Rankers may be asked to check their evaluations to find
out whether there’s a pattern toward leniency or harshness. As one remedy,
raters are asked to distribute their ratings, with percentages designated for
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the number of employees rated as excellent, good, adequate, and poor.
This remedy is contrived and can unjustly place employees in false cat-
egories simply to respond to percentage demands.

Central Tendency Error
Some raters are reluctant to stretch high or low. They rate all employ-

ees as average and fail to distinguish between the star performers and those
who need specific support. Also called the clustered ratings error and
scale shrinking, this method takes away the need to make judgments. It’s
sometimes used by raters who feel they don’t know an employee well
enough to come up with an actual rating. By sticking to the middle, these
evaluations are less useful when it comes to making personnel decisions,
such as promotions, salary increases, training, counseling, and even feed-
back. Raters who demonstrate central tendency error can be shown the
bigger picture so they understand how their ratings are distorting the
evaluation process. Sometimes organizations ask that employees be ranked
so they don’t all end up in the middle. But imposing a bell curve disburse-
ment of employees’ ratings can create other problems. Forcing the hand
of a manager in an effort to arrive at predetermined ratings, or at a distri-
bution that supports the increased budget, is not fair to employees and
can lead to serious morale and legal problems.

Sugar-coating Error
Discussing concerns verbally isn’t enough. Problems develop when

supervisors talk at length about needs for improvement and other con-
cerns, but just jot down a few general lines on the appraisal form itself.
Everything communicated verbally should also appear in writing and vice
versa. If not, and need for further action occurs, the available documen-
tation falls short. Irene, for example, may consistently give incorrect in-
formation to other departments. But her appraisal reads only, “more care
is needed in communicating to others.” That does not cover the full scope
of concern.

Recency of Events Error
Alleviating this error is one excellent reason for ensuring ongoing

documentation and discussion. Without these activities, raters can forget
the last five months of behavior and evaluate just the past five weeks.
Employees sometimes exploit this reality, becoming especially active and
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visible just prior to a performance review. It’s important to appraise the en-
tire review period and not evaluate only the last portion of it, especially be-
cause it’s so easy to forget incidents that could matter at review time, especially
the positive ones. Even if a supervisor documents effectively, employees will
benefit from carrying a “picture” of their efforts during the review cycle into
the appraisal meeting, particularly if growth is shown from the prior cycle.
It’s not unusual for even HR directors to report that their direct reports go
into high gear during the last quarter of the performance cycle.

Critical Incidents Effect
Similar to the halo and horns effects, this error distorts the overall

review by giving undue emphasis to a single episode whether positive or
negative. No one incident should predominate the entire review cycle. An
especially glowing or poor performance at any point in the cycle should
not serve to sweep the rest of the cycle under its influence.

Contrast Effect
When the evaluation of one employee affects that of another, it’s known

as a contrast error. Because every employee merits an appraisal based on
individual performance, the contrast error skews the process. If a stellar
performer, for example, is evaluated just before a good performer, the con-
trast might demote the second employee to just a fair rating. A contrast
error can also result when the rater compares past and present perfor-
mance. An employee rated good in one review might be rated poor in the
next one, even though her performance could justifiably be rated as fair.

Personal Bias Error
Bias has many faces—and none belong in the appraisal. Some are readily

apparent. But others are subtler, such as what is referred to as a similarity
error. This distortion occurs when a supervisor gives a higher rating to an
employee simply because they share similar characteristics. A supervisor
may be totally unaware that he or she is even doing this. Long-time employ-
ees should be evaluated based on the quality of their performance, not on
the number of years they have been with an organization. Ongoing careful
documentation, coupled with objective standards goes a long distance to-
ward countering a bias error. Stereotyping, or generalizing across a group,
is tied to bias. Just as other forms of bias, stereotypical views can also be
subtle. Not recognizing individual differences and assuming, for example,
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that all marketing directors are motivated and ambitious and that every
engineer is highly analytical creates subjective standards from which rat-
ing errors might be drawn. There may also be perceptual difference er-
rors shaped by the experiences and perspectives of the evaluators. An
employee problem might be viewed subjectively within the evaluator’s
frame of reference rather than according to the realities of the employee’s
situation. A teacher, for example, might be appraised based on the rater’s
classroom experiences rather than on his own teaching skills.

Low Motivation Error
Evidence shows that it is more difficult to obtain accurate appraisals

when important rewards depend on the results.10 When the stakes are high,
supervisors may be reluctant to provide an unbiased appraisal for fear of
hurting the employee’s chances of receiving added compensation, a pro-
motion, or other opportunity for professional growth.

Past Anchoring Errors
Employees get caught in this error when managers rate performances

based on prior evaluations instead of taking a fresh look.

Sampling Error
This error occurs when the evaluator appraises on the basis of just a

small sample of an employee’s work. With only a glimpse of output, the
rating covers a complete review cycle.

Varying Standards Error
When two or more employees perform similar work, yet are held to

different standards, the discrepancy distorts a fair and just evaluation pro-
cess. One employee, for example, might be rated “good” for closing 65
percent of her sales while another employee documenting the identical
number of closings is rated only as “fair.”

Holding Employees Accountable When It’s Not Their Fault
Widespread negative evaluations probably mean that fault is with man-

agement, not all of the employees being held accountable. If, for example,
documents from large numbers of staff tend to show up late at certain times,
the problem may be with technology. It’s important know the differnece.
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Employees should also not be held accountable for work requirements they
were never told about, a problem that can surface when work standards
are set without referring to the job description and actual requirements.
This error is tied closely to the unrealistic objectives error, which holds
employees accountable for work they’re not trained for, fielding multiple
priorities with unrealistic deadlines, completing complex assignments with-
out adequate research assistance, and other such misplaced goals.

Attribution Bias
Distorted ratings occur when outstanding performance is “attributed”

to factors external to the employee being rated, such as “great team sup-
port,” but poor performance is perceived as being the outcome of an
employee’s own behavior. Poor technological acumen, for example, might
be attributed to lack of employee understanding while organizational train-
ing might be credited when skills are excellent. In one instance, the em-
ployee is held accountable; in the second an external factor gains the praise.
A supervisor may want to grab credit for good performance. When work
goes well, it’s because of good management. When it doesn’t, it’s due to
poor employee performance.

Downsizing Rating Errors

Management Review
Performance appraisals should be reviewed by the manager’s manager

or Human Resources—and before sitting down with the employee. This is
a good practice for ensuring that ratings match the narrative, and that the
overall assessment is justified. The manager’s manager is one-step removed
and can contribute the objective insight and constructive feedback key to
making necessary changes. The management review factors in safeguards
that are important to both supervisor and organization.

Checks & Balances

� Conduct rater training.

� Be clear about sequence of evaluation procedures.

� Ensure that supervisor’s supervisor signs off on all
appraisals—upfront.
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� Build in time for HR to do a second check.

� Provide clear form inviting employee to respond in
writing to review.

� Institute a formal appeals review, including a
mediator if employee desires one.

Training
“Research shows that training can minimize rating errors. When raters

learned which data to focus on, how to interpret it, and how to use it to
formulate judgments, ratings were more reliable and accurate than when
there was no training or training incongruent with rating needs.”11 The two
most popular types of training programs are designed to help eliminate the
kinds of errors previously described and to improve supervisors’ observa-
tion and recording skills. While programs dealing with errors seem to elimi-
nate many of them from ratings, there is much less evidence that this kind
of training actually increases the accuracy of appraisals. Programs focused
on observation and recording skills may offer greater improvements in ac-
curacy than those that simply focus on errors.12

Regardless of the format, effective training spans full understanding
of the evaluation process. It involves learning how to complete all materi-
als, becoming a true player in appraisal sessions, being alert to legal impli-
cations, and leaving the door open to a continuing process. While trainers
design sessions reflecting the particular culture and needs of organizations,
there are workshop activities that successfully tackle the tough challenge
of reducing rating errors.

Rater training serves to remind supervisors and employees of the im-
portance of the appraisal process. It serves to underscore that for every
employee to receive the fairest rating possible, information must be re-
viewed responsibly, knowledgeably, and legally. Because it’s not too diffi-
cult for rating errors to creep into any performance evaluation, it’s essential
to be on guard against any distortion to the process.

Bottom-line, training will work only if supervisors are motivated and
committed to applying it, and organizational accountability is built into the
process. Conducting quality, timely performance appraisals should, in fact,
be a rating classification in the appraisals of supervisors.
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Would you catch these rating errors?

1. Everyone in Stan’s family is a scientist, so he’s certainly smart
enough to be learning faster. He deserves a poor rating.

2. From the day she walked in here, Mary’s been so friendly to
everyone. She’s doing a great job. Her rating will be excellent.

3. Carol can process benefit claims faster than anyone. She has
forgotten to share new procedures a few times and that’s cre-
ated errors and the need to reprocess. But she’s fast and that’s
important so I’m giving her an overall high rating.

4. Margaret’s desk is a mess. There’s no way she can be clear about
what she’s doing. Her work has to suffer even though I can’t
recall any examples. A low rating will get her attention.

5. Gloria’s work product is better than Wayne’s. But they have to
work together and I don’t want to create a problem. I’ll just
rate Gloria a bit lower—right where Wayne is. That will moti-
vate her and keep him happy.

6. I was a big hit at the director’s retreat because Bernie did such
a terrific job of pulling the presentation together. But since I
did give him most of the materials, I’ll grade him “average” for
his efforts.

7. It’s so comfortable being with Sheridan. She’s new and there
have been a few mistakes. Some really surprised me. But talking
with her is like being with a sister. She’s a super addition to this
office and I want to recognize that.

8. Roger is exceptionally creative but he doesn’t follow process.
He generates ideas and starts working before management even
signs off. I’ll talk with him about it, but only include a line stating
that he “needs to work more methodically” in his appraisal so
he’s not hurt and I don’t come across as too permissive.

1.Stereotyping

2.Halo effect

3.Leniency error

4.Harshness error

5.Central tendency error

6.Attribution bias

7.Personal bias

8.Sugar-coating and sunflower effect
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Appeals Process
Most companies build an employee response step into the appraisal

process, giving employees an opportunity to express their reaction. This
may take the form of an employee-generated memo, but often it is an offi-
cial response form that is attached to the appraisal. Sometimes happy em-
ployees will respond accordingly. More common are the responses from
employees who are displeased with their ratings. These employees are more
apt to express their reaction. A number of organizations make sure these
employees have another option—a complaint resolution process or for-
mal grievance procedure. Smart companies believe that any employee with
a complaint should have the opportunity to be heard and have the concern
promptly and objectively reviewed and corrected, if necessary, with no fear
of retaliation. Organizations support resolution through varying routes.
Some are two- or three-step processes. Others are more extensive.

For any process to be effective, it should include an orderly and well-
communicated system, specific steps and time frames that are followed by
any employee with a similar issue. Conflict resolution processes begin with
an employee putting his or her rebuttal in writing, then discussing concerns
with the immediate supervisor. The organization should designate in writ-
ing how many days the employee has to schedule and conduct this meeting,
and each subsequent meeting as necessary.

If the issue is not yet resolved, a more formal process begins. At this
point, an independent mediator might be brought into the process. The
aim is to facilitate a resolution as quickly as possible. If the employee re-
mains dissatisfied, the supervisor can schedule a private meeting between
the employee and the supervisor’s supervisor. Again, this meeting should
occur within a certain time frame, after which both managers write the
results of their respective meetings on designated portions of the appraisal
form. If an employee still seeks a resolution, the employee can meet with
the next level of management. That individual looks into the matter and
proposes a solution.

If still unsettled, a panel of trained peers can review the evidence of
both employee and supervisor. Guided by a mediator, panelists can con-
duct a meeting during which they will explore information from both par-
ties. The peers will make a decision within organizational parameters.
Human Resources and one of the highest officers (or equivalent) will
review the panel’s decision, either signing off on the decision and making
it binding or offering an alternative solution that all parties can live with.
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Three Scenarios
Scenarios about Marilyn, Richard, and Peg demonstrate the ease with

which rating errors can occur. A generally high performer, Marilyn gets
along well with everyone. As a result, her supervisor gives her an across-
the-board excellent rating without first reviewing results pertinent to the
full range of rating categories. (halo effect) As another example, one of
Marilyn’s key responsibilities during the appraisal cycle was to contract out
construction designed to expand the office in time for new attorneys to
come on board. Despite contractor delays, Marilyn made sure the job was
accomplished on deadline. As significant as it was, her supervisor allowed
this one achievement to color all others. (critical incidents effect)

Richard’s mother was rushed to the hospital two weeks prior to his
performance review. Unexpectedly away from the office, he never
transitioned his work and part of an important assignment slipped through
the cracks. This incident stayed fresh in the mind of his supervisor, who
gave him an overall low performance rating despite other positive out-
comes during the appraisal cycle. (recency of events error) In another
instance, Richard’s duplicating department budget was sliced despite a
commitment to produce work for a client requiring technology now placed
on hold. Told to deliver anyway, Richard needed to outsource the work,
then was held responsible for the budget deficit. (unrealistic objectives

error)

Despite continuing poor performance, Peg’s supervisor keeps trying
to support her, postponing or derailing the need to fire her. She’s also
concerned that a poor rating will affect her own supervisor’s view of her
as a manager. The result is that Peg’s review is generally higher than mer-
ited, which does not serve Peg, her supervisor, or the advertising agency
where they work. (sunflower effect)

Exercises for Large and Small Groups

Open by asking participants to generate a list of why performance
appraisals are important—this jump-starts thinking about long-term
importance before focusing on the form. Ask what documentation
is needed to arrive at a fair rating, including last year’s goals, sig-
nificant accomplishments, job description, work examples, obser-
vation notes, input from others, employee’s self-assessment, and
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any other job- or goal-related information based on performance
that should not be overlooked. Build a discussion about the value
and pitfalls of each item.

Stage a role-play in which an “employee” works through each
section of the evaluation form, with ratings based on examples
drawn from the previously mentioned material. The “employee”
challenges the ratings, providing the “supervisor” a chance to clarify
why and how ratings were conceived. Sprinkled through the
explanation are blatant, then subtler examples of rating errors.
Participants have sheets listing many rating errors. Individually,
then as a group, they are identified.

Small group exercises are useful, too. After a general explana-
tion of rating errors, written scenarios are distributed and partici-
pants break into small groups to identify the source of problems.
The larger group can then convene to discuss reactions to the pro-
cess of identifying, then correcting errors. As a group, there can be
discussion of what supervisors and employees can best do to spot
rating errors before they take hold.
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7When Appraisals Go
Off Track

Tell me, I will forget,

Show me, I may remember,

Involve me, I will understand

—Chinese Proverb

Perhaps the appraisal discussion derails. That can occur when there
have been no mini-reviews with checks and balances along the way. If em-
ployees haven’t initiated feedback, and their supervisors haven’t offered it,
substantial misunderstandings can result. Then the yearly review hits, and
there is the potential to blow a lot of good will. In which case, add another
quote, “Blessed are the flexible, for they shall not be bent out of shape!”1

This is the time for what author Jim Collins calls an “autopsy without
blame,”2 an open, honest look at the reasons for derailment and their root
causes “in a climate where the truth can be heard.”3 Such an environment
requires not just hearing but “active listening.” On the supervisor’s part, it
requires a clear explanation of purpose, a willingness to establish trust, the
openness to invite the employee into the feedback process, and a genuine
effort to understand what the employee is saying. Feedback must be treated
as information, not as a value judgment.4 On the employee’s part, it takes
much of the same, with demonstrated willingness to not just hang in but
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to become actively engaged in owning the appraisal. For both supervisor
and employee, there is that “A list”—being active, accurate, attentive, and
appreciative (Chapter 2). As described earlier, mainstreaming these four
values into the supervisor/employee relationship gives a terrific boost to
positive on-the-job experiences. If these values were rampant, there would
be no need for this chapter. Or to conduct as many autopsies.

Every autopsy, of course, is conducted through the lens of percep-
tion. “Everything is a matter of perception, even perceptions
themselves...Change people’s perceptions and you change the game. Shap-
ing perceptions is the domain of tactics, those actions [people] take to
shape the perceptions of others. Some tactics are designed to lift a fog,
others to preserve a fog and yet others to stir up a new fog.”5 This chapter
aims to lift the fog. There is no value here in Harry Truman’s quip: “If
you can’t convince them, confuse them.”

In Co-opetition, Adam M. Brandenburger and Barry J. Nalebuff wrote
that, “Intentional or not, everything you do sends a signal to others. For
the same reason, everything you don’t do sends a signal to others, too.”6

Whether active or passive, verbal or, even more importantly, nonverbal,
these signals are the stuff of perception. And it’s perceptions that drive our
behavior. 

Perceptions don’t even need to be accurate. Just being alive in a person’s
frame of reference is all that’s needed. In his landmark research, Dov Eden
described how this can play out at work. Perceptions shape expectations,
and Eden showed that managers’ expectations can have a powerful effect
on the quality and productivity of their employees’ work. They can, in fact,
create a self-fulfilling prophecy. Eden asked: “To what extent do the ex-
pectations of a manager affect his or her evaluation of an employee, and to
what extent does this evaluation communicate a manager’s expectations to
that employee, and thereby shape the employee’s future performance?”
His findings: positive expectations influence managers’ perceptions and
evaluations of employee behavior positively, and negative expectations have
adverse effects.7 Which, of course, only reinforces existing perceptions.

“Fear Is That Little Dark Room Where Negatives

Are Developed”

When an appraisal derails, chances are high that negative perceptions
are already on the table. The challenge is to find out why—without becom-
ing entangled in a way that adds to the problem. While it’s often tough to
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feel positive in a difficult situation, the pay-off is worth it. There is already
an investment in the work and the working relationship. If the relationship
is to continue, it needs to work well. In the previous quote, motivational
speaker Michael Pritchard recognized that below negativity lies fear.

Cutting through the fear is a process, not the first step. “The first step
in a coaching process is to gain agreement that a problem exists. This first
step is where managers fail in their efforts to eliminate performance prob-
lems. They fail here because they bypass it.”8 There are two reasons that
convince problem performers there is a problem:

1. When they understand the results to the organization of what
they are doing wrong or failing to do right.

2. When they understand the consequences to themselves if there
is no change in performance.

Ninety-five percent of nonperformers will agree there is a problem
once they recognize the results of what they are doing wrong. Ninety-five
percent of that remaining five percent will agree there is a problem once
they recognize the consequences to themselves of not stopping it. People
don’t usually self-destruct on purpose.9

Agreeing there is a problem opens the door to identifying it. Perhaps
the employee doesn’t know what is expected, or doesn’t know how to de-
liver. Maybe the necessary resources aren’t in place. Or the employee just
isn’t interested. There may be outside issues.

How to Trust Your Boss

� Understand your boss’s personality, management, and work
style.

� Communicate with him/her in a way that’s most effective.

� Find out what the boss’s expectations are.

� Get a clear picture of the boss’s job, goals, priorities, and
pressures.

� Avoid making the boss look bad.

� Keep him/her informed; avoid surprises.

� Trust your boss and be trustworthy.

� Give him/her the benefit of the doubt.
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� Be supportive.

� Be loyal.

� Assume responsibility.

� Produce quality work.

� Respect the person’s need for privacy.

Deep feelings may be involved, usually tapping into fears described in
Chapter 1. “There are situations in which our most cherished views, our
most steadfast attitudes, and our most deeply felt emotions are challenged
and threatened. There are cases when the total semantic transactor that
we have become feels we have either to assert ourselves or accept a crush-
ing defeat. To entertain the possibility of a compromise seems impossible;
it would be like a shameful abdication of self-respect. There surges within
us a survival call for all the resources of native resiliency and acquired skill
we can muster in what appears to be a life or death emergency.”10 In such
cases, feelings may run hot at the appraisal table.

Important principles may also be at stake. These need to be heeded.
“People should do the right thing, not half of it. They should tell the
whole truth, not half-truths. They should be fair all the time, not just on
Mondays, Wednesdays or Fridays. Like the baby brought to Solomon,
moral principles seem to be invisible. They should be defended, with cour-
age and determination, not haggled away.”11

“Messy, Everyday Challenges”

More often the vast majority of problems are everyday situations.
They aren’t labeled strategic or critical, but what Joseph C. Badaracci, in
his bestseller, Leading Quietly, calls “messy everyday challenges.” “Any-
one can face these challenges at almost any time. Hard choices don’t
involve ‘time out’ from everyday life, but are embedded in its very fab-
ric.”12 That, of course, includes work life.

Getting an appraisal discussion back on track means both parties genu-
inely seek a workable solution. Even if not comfortable initially, there is
the respectful willingness to derive understanding from each other’s per-
ceptions, and to arrive at workable solutions. Ideally, there is a cultural
mindset in your organization that fosters this approach. If not, a supervisor
and employee can elevate the standards, at least for their own comfort and
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their department’s productivity. Creating a climate where truth is heard
can be characterized by four basic practices:

1. Lead with questions, not answers.

2. Engage in dialogue and debate, not coercion.

3. Conduct autopsies without blame.

4. Build red flag mechanisms that turn information into
information that cannot be ignored.13

Respect the other person’s opinion or stance.

Empathize with the other person’s position; be at ease

with expressing your own.

Share interests that can lead to common ground; they

always exist when there’s an openness to embrace them.

U nderstand the difference between a person and an

issue.

L isten actively to information and solutions.

Treat the other person respectfully.

Inherent in continuing efforts is the conviction that the employee can,
in fact, do what is needed. He or she has the choice to move ahead on a
positive track—with the demonstrated understanding that the supervisor
is on board as well. People may think that conditions determine choices
when, in fact, it’s often the opposite. Far more often it’s the choices them-
selves that create the path [that] follows.14

In Coaching, Ferdinand F. Fournies emphasized that, “It’s important to
remember that this is a discussion: two people are participating in a conver-
sation.”15 Supervisors shouldn’t be lecturing or answering their own ques-
tions. Fournies pointed out that “employees have learned that if the boss asks
them a question and they don’t answer it, the boss answers his or her own
question.” If, after a reasonable period, the employee still hasn’t answered,
the supervisor can ask if the employee wants the question repeated.16
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In working toward next steps, Fournies cautioned against “combining
the selection of alternatives with the listing or discovery of alternatives.
These are two clearly separate functions: combining them inhibits the opti-
mum achievement of either. If you argue the merits of ideas as they are
given, you are wasting idea-giving time. If you reject ideas as they are given,
you could be punishing idea-giving behavior, thereby decreasing the behav-
ior of idea giving. The process of generating ideas depends on the interac-
tion of ideas,”17 and the process needs patience to most effectively run its
course. The best ideas may even rebound from the bad or seemingly trivial
ones. 18

“Successful negotiation engages people, especially those who have on-
going interaction, in seeking and identifying a solution satisfactory to all.
When both sides are open to winning on some points and compromising or
losing on others, they are more likely to arrive at a solution they can accept
and support. When a clear winner and a clear loser emerge from a nego-
tiation session, hard feelings are likely to result. The “loser” may under-
mine the solution, and it is possible that no one will ‘win’ in the long run.”19

Supervisor: It’s time to start the inventory count next week.

Employee: I created a new system for us to use.

Supervisor: I’m not convinced...I’ve been using our old system for

years.

Employee: It has some great features I think you’ll like and it lets

us get the job done quicker.

Supervisor: Let’s do this...continue to use the old tracking forms

but add the new columns for the extra data you’re

gathering. We can review it together and decide how to

proceed. Sound fair?

Blueprint for Positive Appraisals

� Give feedback that is specific and behavioral.

� Describe the behavior’s impact on the team or the attainment
of the person’s goals.

� Express your observations calmly.

� Avoid overwhelming the person with too much feedback all at
once.
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� Let the person present his or her side of the problem, engage
in a dialogue, and avoid any tendency to lecture.

� Focus on the future.

� Clearly identify the pay-off.

� Provide the appropriate balance of positive and negative feed-
back. Offer to help improve.

� Express empathy when you perceive discouragement. Acknow-
ledge that change does not happen overnight and can be difficult.

“People are up on things they’re in on.”20 Open communication fos-
ters trust, so be candid. If you tend to sit on things, commit during the
appraisal to begin following the 24-hour rule, which means creating op-
portunities to talk about concerns without dodging them. Be as inclusive
in your discussion as possible. Just as straight talk increases trust, trust
increases ownership, and ownership increases participation.21

The Successful Manager’s Handbook presents seven ways to open
communication and five ways to field disagreement:22

1. Let people know in a timely way about information that affects
them. Respond as quickly as possible to their questions.

2. Be aware of sending nonverbal messages. Communicate a posi-
tive, face-to-face message. Make eye contact, or use other cul-
turally appropriate gestures.

3. Convey positive, constructive feedback. Positive feedback lets
people know the behavior you appreciate.

4. Constructive feedback informs people of ineffective behavior,
providing the opportunity to improve.

5. If conflicting, mixed messages come up, confront the discrepancy
and work to clarify the misunderstanding.

6. When you receive vague messages, define the issues concretely
so that both parties are clear about what is being said.

7. To get a point across in a direct, nonaggressive fashion, simply
say what you think and feel without putting the other person
down.
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When someone disagrees with you:

1. Wait until the person has finished speaking, even if you’re
sure you understand the argument.

2. Restate the main points of the person’s viewpoint and then
really try to understand his or her perspective.

3. Ask the person to verify the accuracy of your restatement and
to clarify if necessary.

4. Identify those points or goals with which you sincerely agree.

5. Only then, state what you disagree with, and explain why.

“Write People’s Accomplishments in Stone and

Their Faults in the Sand.”

In large part, perceptions are shaped by the signals we send, and all of
us send signals all the time. In an anxiety-provoking situation, these sig-
nals, verbal and nonverbal, can either exacerbate an already tense situa-
tion or considerably tone it down. The previous quote, by Benjamin Franklin,
lends an approach that works well in discussing derailed appraisals. It’s not
meant to let employees off the hook, just to offer a safe harbor for nurtur-
ing openness and trust.

Verbally and nonverbally, messages should be supportive. “Ask your-
self: Do I want my message to be heard defensively, or accurately? Is it
my purpose to hurt someone, to aggrandize myself, or to communicate?”23

Given that words and approaches can build or destroy, it’s critical to com-
municate with care, using several other questions as a checklist:

� Do you choose your words with care?

� Do you check for understanding?

� Do you speak clearly?

� Do you concentrate on what is being said?

� Do you avoid interrupting the speaker?

� Do you acknowledge that you understand?
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� Do you withhold judgment?

� Do you allow others to speak?

Nature seems to favor the positive. “It takes an average person al-
most twice as long to understand a sentence that uses a negative approach
[instead of] a positive sentence.”24 And because “the mind thinks at least
six times faster than we can speak,”25 perceptions are well into play before
the employee or supervisor has completed even one sentence! That’s why
really listening and asking for feedback to ensure that words and mean-
ings are clear can make a dramatic and positive difference. Because any
misunderstanding can be a springboard for an inaccurate perception, it’s
critical to correct it before the inaccurate perception takes hold and sub-
sequently feeds other ones.

Natalie Loeb, a New Jersey performance development consultant, calls
feedback a gift. “It’s hard,” she says, “to correct something when you’re not
clear what it is.”

Employee:  I know why you called me in.

Supervisor: Why do you think?

Employee: I came in late again yesterday. It’s that bus. It always

runs late.

Supervisor: Yes, Jessica, I am concerned about that. But the real

problem is that we have a team here. You’re on the

team. If you can come in late, it’s not fair to the

others. The same thing applies to the weekly report. I

depend on everyone’s feedback to move it to the

board. So do you see what the problem really is here?

Employee: I’m not sure.

Supervisor: I want to hear what you think.

Employee: I guess I need to be more on time with things.

Supervisor: Why do you think?

Employee: I’m part of the whole team here. And I’m creating

holes.

Supervisor: You say it well, Jessica. Can I count on you now to fill

them?

Employee: I’m on board.
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To get the appraisal discussion back on track, both employees and su-
pervisors should carefully scrutinize their analyses to make certain it’s coming
from objective, documented conclusions rather than personal intolerance.26

“This is [the] chance to mutually generate creative options…don’t blow it
by imposing solutions.”27 Supportive messages steer clear of these follow-
ing destructive tactics:28

� Global labels. Hurtful words indict the total person rather
than provide commentary on a specific behavior.

� Sarcasm. Usually contemptuous, this brand of humor covers
anger and hurt.

� Dragging up the past. Raking over old wounds diverts from
focus on the present.

� Negative comparisons. Comparisons are deadly, serving only
to convey that someone is inferior.

� Judgmental “you” messages. These serve simply to accuse.

� Threats. Guaranteed to bring meaningful communication to
a halt.

In her writing, Deborah Tannen, widely published author and linguistics
professor at Georgetown University in Washington, D.C., called attention
to “some typical ways the conversational signals of pacing, pausing, loudness,
and pitch are used to carry on the business of taking turns in conversation;
relating ideas to each other and showing what the point is; and showing
how we feel about what we’re saying and about the person we’re saying it
to. These are the signals that combine with what is said to make up the
devices we use to show we’re listening, interested, sympathetic, or teasing—
and that we’re the right sort of people. Normally invisible, these
conversational signals and devices are the silent and hidden gears that drive
conversation.”29 “We don’t pay attention to these gears unless something
seems to have gone wrong,” Tannen wrote. “Then we may ask, ‘What do
you mean by that?’ And even then we don’t think in terms of the signals—
‘Why did your pitch go up?’—but in terms of intentions—‘Why are you
angry?’”

Derailed appraisals can represent a struggle to say what we mean. But
“Say what you mean, and mean what you say” is only half of it. How the
information is taken in, and what occurs in the translation is where trip-
ups also occur. This is especially true if blocks to listening are in play.
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Listening Blocks30

Comparing: Assessing while you’re hearing precludes listening.

Mind-reading: Mind-readers tend to assume, distrusting what is
being said.

Rehearsing: Preparing doesn’t allow time to listen.

Filtering: Selective listening means your mind is
wandering.

Judging: This is fine, once all content is heard and
evaluated.

Dreaming: Half listening indicates little value for what is
being said.

Identifying: It’s hard to listen when you’re caught up in your
own experience.

Advising: Being too ready to help limits listening time.

Sparring: Too much debating and too little listening make
people feel unheard.

Being Right: Active listening might shake up your “unshakeable”
convictions...and correct help mistakes.

Derailing: Joking or veering away from a topic squashes the
other person’s interest.

Placating: Right...Right...Absolutely... is listening halfway
without genuine involvement.

Undoing Destructive Supervisory Styles31

Attacker: Cite employee’s specific behaviors and their effects,
then opportunities to improve.

Judge: Share only objective accounts of the employee’s
behavior. Avoid loaded language (“bad” or “lazy”).

Rambler: Keep it short and simple and describe current
behavior.
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Hit and Run: Actively listen. Get full story. Share ideas.

Dumper: Provide feedback gradually, in a single context.

Laggard: Give feedback when it most counts—immediately!
Inconsiderate: Present feedback at appropriate time, only with

employee involved.
Fabricator: Base information on direct observations and solid

documentation. Quantify when possible.
Parent: Select a few consequences that will get employee’s

attention—and tie to organizational interests.
Punisher: Keep focus positive, even with negative impacts.
Psychologist: Openly discuss ways to avoid future problems.

Be cautious of “whys.”
Imposer: Recognize it’s employee’s responsibility to come

up with alternatives, and be more committed to
his or her plans.

Abandoner: Create a plan and stay on top of it. Be supportive.
Quick Fixer: Brainstorm alternatives.
Pessimist: Be positive—and mean it!

The Hostile Employee

Toni, the front office desk clerk, doesn’t accept responsibility for sub-
standard performance and gets very angry and defensive during the ap-
praisal discussion. She disagrees with her review and blames other
employees while speaking with her supervisor, Lydia.

TIPS

� Let Toni respond.

� Listen.

� Ask Toni questions to find out the real reason for her anger.

Lydia: It’s time to discuss a few areas where you can

concentrate some additional effort.

Toni: What are you talking about?

Lydia: Well, I have a few samples of the monthly reports here.

There are some gaps where room charges needed to be

added before you submitted them.

Toni: Just a minute. That wasn’t my fault!
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Lydia: Tell me how you think the process failed. Is there

something else bothering you?

� Restate your point of view.

� Let Toni know that it is difficult to continue the conversation

with so much emotion.

Lydia: Toni, I’d like to do some problem-solving with you here.

Toni: I think you’re just trying to blame me. You know very well

that the kitchen staff is responsible for getting that

information to me. Why should I have to remind them

when it’s due? They’re adults! You just want to criticize

me.

Lydia: I don’t want to criticize you. I want you to be the best

employee around here.

Toni: Right.

� Decide if it is prudent to continue the performance appraisal

meeting.

� If not, reschedule. If possible, establish some ground rules for

the rest of the meeting and continue.

Lydia: Toni, I can see that you’re upset. These discussions

about performance are not meant to do that. Why don’t

we meet again later this afternoon, 3 p.m., and we’ll start

over? I’ll expect you to approach the topic of work

problems constructively. And we’ll both come to that

meeting with some solutions. Is that a deal?

� Be ready to share with Toni examples that support the ratings

and/or narrative comments on the performance appraisal

form.

� Let Toni know that you will give her resources to help her in

her work and be available to provide guidance.

� Make sure she understands that she will be responsible for

her performance. If she is able to turn things around, you will

be her biggest supporter.

The Too-Quiet Employee

Joe, the mail clerk, accepts the review without saying a word and pre-
pares to leave before there has been much discussion. The review is very
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fair and balanced, overall acceptable, or so Charlie, his supervisor, thinks.
It seems that Joe is agreeing with the supervisor to either end the session
quickly or to please the supervisor.

TIPS

� Probe to see what Joe’s feelings are.

� Make sure he understands the performance issues.

� Ask open-ended questions to encourage him to talk.

Charlie: I’ve covered all the points I wanted to go over with you,

Joe, but you haven’t said much. I was hoping for more of

a two-way conversation about your performance.

Joe: Well...

Charlie: Why don’t you give me your reaction to what I’ve said.

Joe: It was all fine, Charlie, really. I agree.

Charlie: Okay. Let’s talk about some future projects for you.

What would interest you?

Joe: Whatever you want me to focus on is fine with me. You’re

the boss, Charlie.

� Tell Joe that he will be expected to talk 60 percent of the

meeting time.

� Listen.

� Allow silences.

� Reschedule, if necessary.

Charlie: No, Joe, that’s not how this works. This is your

performance appraisal, a discussion pulling together all

the quick talks we’ve had over the last six months. It’s

time for reflection, for planning, and for some good

feedback, both ways. Maybe I wasn’t clear about what I

hoped this meeting could achieve. Why don’t we

reschedule for tomorrow morning and we’ll pick up

there. I’ll expect you to do most of the talking, Joe, so be

ready. Give some thought as to what you’d like to do

next quarter during the remodeling of the mailroom.

Remember, Joe, I’m going to do a lot of listening, not

talking. See you then.

� Have more frequent meetings with Joe.
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The New Supervisor

Tara was recently brought in from the outside to be the Senior VP of
Human Resources. Lucas, Director of Employee Relations, wanted that
position and felt he was qualified. He was very disappointed that he wasn’t
selected and has not accepted Tara in her role as his supervisor.

TIPS

� Anticipate resistance.

� Respect feelings.

� Be patient.

� Avoid confrontation or downplaying conflict; try to refuse

resistance.

� Give adjustment time.

� Show yourself as a supportive boss; remain positive.

Tara: It’s time to have your performance appraisal, Lucas.

Lucas: Well, you haven’t been here long enough to assess my

work.

Tara: That’s true. So I won’t be doing a full appraisal at this

time. But I wanted to share the form your prior

supervisor left. However, as we work together in the

months ahead, I’ll be able to see the good work you do

firsthand. I’m looking forward to it.

� Stress common ground/areas of agreement; build rapport.

� Be clear about expectations.

� Stress mutual benefits for department.

Tara: I know we both want to be involved in the most effective

and efficient HR operation. And I think we could make a

formidable team. I’d like us to set some reachable goals

for you and your group for the next quarter. Let’s examine

the turnover statistics and supervisory training sessions for

the last year. I’d like your thoughts on how we can reduce

the number of unemployment claims and terminations.

Lucas: I have a lot of ideas.

Tara: Great. I was hoping you would. Let’s get started. This

will be the first in a series of meetings for us.

� Keep communication open. Cultivate the relationship.
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The Settled-in Employee

Harvey, the copywriter, has been a long-term employee who has not
received honest feedback regarding his performance for years. Dorinne, his
new supervisor, has taken her responsibility of preparing an honest appraisal
very conscientiously and has to review some areas of unsatisfactory and mar-
ginal performance. Dorinne has tried to provide open and honest feedback
throughout the performance period but Harvey refuses to hear it.

TIPS

� Show appreciation for the value Harvey adds.

� Ask Harvey how he thinks things are going. His responses

may help Dorinne decide how to proceed.

� Give specific examples of his performance that fell short of

expectations.

� Review a few earlier conversations regarding his

performance.

Dorinne: Harvey, you’ve been with the department quite awhile

and you’ve seen a lot of changes. I rely on you to give me

some of that archival knowledge you have on so many

projects. I value that. As we discussed through the year,

there are a few areas that need some attention.

Harvey: With all due respect, Dorinne, you’re my fifth supervisor in

seven years and everyone else thought I was doing just fine.

Dorinne: I can’t comment on how others might have evaluated

your work, Harvey. But I need you to know that I take

this responsibility quite seriously. I want to continue to

give you honest feedback to help you be even more of an

asset to our unit. I think there are some things we can

work on together. I’d like that. For example, I have some

ideas that might help you get your response rate up. Your

last three packages didn’t meet the target.

� Restate expectations.

� Ask open-ended questions to determine how Harvey feels

about his job.

� Reinforce his strengths.

� Develop a plan for improvement together.
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� Express support that Harvey can meet the expectations.

� Establish a follow up process.

Dorinne: I’ve gotten the conference schedule for the copywriters’

seminar next month. Perhaps a few of the technical

sessions would be helpful. You need to get your response

rate up to 10 percent. Which sessions might be most

helpful, do you think? I know you’ll be able to bump up

those numbers. Let’s review the next package together,

okay?

The Surprise Appraisal

Paul is a “hands-off” director rarely available to his manager, Bernie.
It’s now time for the performance appraisal meeting and Bernie has no
idea what Paul will say. There has been no ongoing dialog throughout the
performance period and Bernie is looking forward to some constructive
feedback.

TIPS (for the employee)

� Don’t expect too much.

� Actively solicit feedback.

� Hit the high points of your performance; be brief and focused.

Don’t be long-winded; don’t overwhelm.

� Present a well-documented self-appraisal.

� Get clarification on expectations.

Paul: You’re doing fine, Lou, just fine.

Bernie: Thanks, Paul. I’ve been looking forward to hearing more

about how I’m doing.

Paul: More?

Bernie: Well, details about what I did that really worked, what I

could have improved on. And of course, future

projects....

Paul: I see.

Bernie: I’ve prepared a self-appraisal for you to check. I’ve

highlighted my major responsibilities at the top, along

with some of the major projects for the last six months.

Could we briefly go through that?
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� Read clues as to when Paul is ready for the meeting to end.

Bernie: Two last questions because I know you need to get to

another meeting. Do you have specific deliverables for me

next quarter? And what specifically would you advise me

to do to get ready for my next step professionally? I value

your opinion. I’d be available to pick up this discussion

later if that works better for you. These meetings help me

so much.

� Accept that details aren’t important to Paul.

� Try for brief follow-up meetings in the future; express how

helpful they are.
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8Planning for
Improvement

Words mean more than what is set down on paper.

It takes the human voice to infuse them with deeper

meaning.

—Maya Angelou, civil rights activist, poet,
and one of the greatest voices of

contemporary literature.

In managing performance, any bumps can usually be smoothed through
the evaluation process and its continuing informal reviews and follow-up
performance objectives. Most employees want to do a good job, and most
employers are invested in their success. But sometimes this isn’t enough.
When performance continues to disintegrate, a Performance Improvement
Plan (PIP) is warranted. PIPs can help make the difference between an
effective and failing employee.

Based on the belief that, given the right opportunity, most employers
and employees want to turn things around, the PIP is a written document
aimed at measurable performance improvement. The goal is to help the
employee reach an acceptable level of performance. By charting a clear
course, with firm objectives and realistic steps for meeting them, the PIP
creates a picture of success, an important morale booster for an employee
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whose work is substandard and is unclear what to do about it. The plan is
a valuable management tool for supervisors grappling with a difficult per-
formance problem.

PIPs are characterized by measurable standards, including the will-
ingness to benefit from coaching, training and other assets. Milestone
dates and progress points are built in. A completion date is set, and the
consequences of meeting or not meeting expectations are explicit. Fol-
lowing up at specific junctures is key, and both supervisor and employee
must be genuinely invested in producing positive results. Intent to com-
mit to a PIP can be introduced by the supervisor and agreed to by the
employee during the appraisal discussion. The next step is to develop
the PIP, which should be given to an employee directly and discussed
before implementation begins.

As emphasized in Chapter 2, solid documentation is critical. Every
employee is entitled to equitable treatment and most supervisors want
to give it. In developing PIPs, documentation is important, not only
for accurate recall but to document a sequence of events. Don’t de-
pend on memory. Both supervisors and employees should document
an occurrence soon as possible after it occurs, then double-check it
for objectivity and accuracy. Establish a tracking system that eases
documentation and is readily accessible. The amount of documenta-
tion can be determined by the issue, the frequency, and the impact.

Sound Written PIPs Provide...

� Clear, accurate details about failing performance.

� Effects of situation.

� Standards that require change.

� Specific resources and other helpful suggestions.

� Milestone dates to assess progress in meeting goals.

� End date by which improvement is expected.

� Consequences of meeting or not meeting objectives.

� Employee’s signature.
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Introducing a PIP

� Schedule a meeting free of distractions.

� Acknowledge willingness, on both sides, to commit to turning
things around. State the performance problem.

� With a few examples, explain the effect of the problem (on
others, the department, organization, or customers).

� Listen.

� Review the entire PIP.

� Based on employee feedback, adjust as necessary.

� Double-check that everything is clear, including the
consequences of meeting or not meeting objectives.

� Set date for follow-up meeting.

� End on a positive, supportive note.

� Make clear that the employee can respond in writing and that
the response will be attached to the PIP.

� Assure confidentiality.

At Completion Date

� Recognize employee for successfully meeting objectives.

� Review documentation with legal counsel to prepare for
termination.

Following are three approaches to developing Performance Improve-
ment Plans:

Peg, one of three people being tracked in this book, is clearly in job-
jeopardy. She has performed poorly for several months. She arrives late
and takes too many unscheduled days off. There is always a large pile of
unfinished work on her desk. After several coaching sessions and a written
warning in her file, there is still no improvement. The PIP is a last effort to
save her job. Here’s how the discussion about Peg’s PIP might be presented
and documented.
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Confidential Memorandum to Peg and File

Today we met to discuss your performance for the review period (dates).
During this meeting, I informed you that your overall performance rating
for this period is: “Requires Improvement.” You currently require improve-
ment in managing time, communication, customer service, quality of work,
and attendance.

As a result of receiving a “Required Improvement” performance rat-
ing, I have developed the following performance plan to help you improve
your performance to an “Achieved Standards” level. Your performance
improvement period will begin on (date) and end on (date). I have included
weekly meeting dates to measure and discuss your progress toward the
following objective and performance expectations. We will meet on (date,

date, date, date, and date). You will receive feedback at these meetings,
which will be followed up in writing.

An “Achieved Standards” level of performance will include:

Attendance

The ability to arrive at work at the agreed start time, 9 am, is essential.
Your work schedule has been adjusted in the past to allow you more time for
arrival, yet the adjusted time hasn’t resolved the issue. As a result, you don’t
always work a full seven-hour day. Arriving at work by 9 am and requesting
and obtaining approval for leave in advance will improve your attendance
and allow staff members to plan projects according to your scheduled time
off. Your irregular attendance has caused delays in completing projects (for
example, last client mailing) and inaccuracies in many work products.

� Arrive at work by 9 am and request and obtain approval for

leave in advance.

� Depart work at 5 pm.

Customer Service

Providing lead telephone reception for the department is a very visible
responsibility that delivers a first impression of our agency. Timely fulfill-
ment of client requests and prompt responses to telephone inquiries have
suffered greatly in the past three months. For example, clients often indi-
cate that they have not received requested items and materials from you. It
is essential that you answer the phone in a prompt and courteous manner,
responding to requests within 24 hours.

� Answer the phone in a prompt and courteous manner,

responding to requests within 24 hours.
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Quality of Work

Completing assignments within designated time frames and producing
good quality work must be high priorities. Frequently, you have mailed
letters with omissions and typographical and grammatical errors, specifi-
cally the marketing assignment letters and meeting invitations. You need
to pay close attention to details. For example, proofreading assignments
will help ensure that all pertinent information is included and that docu-
ments are grammatically correct. Using the spell check before finalizing
and mailing documents will aid in improving the quality of your work.
You are responsible for delivering a final work product that is accurate
and free of errors.

� Proofread assignments to be sure that all pertinent

information is included, helping to ensure that documents

are grammatically correct. Use the spell check before

finalizing and mailing documents.

Time Management and Communications

Handling multiple tasks simultaneously is a critical job function. Find-
ing efficient ways to manage your time effectively, and organizing and pri-
oritizing assignments (for example, creating client files and using automated
reminders) can prevent important details from slipping. For example, when
you did not follow up on the request for an AV projector for the presen-
tation on (date), it was not delivered, causing a gap in the set-up for the
meeting and an interruption once the equipment arrived. There have also
been instances when you have mailed meeting materials to a site at the
last minute, causing the materials to arrive late, or even after the session
was over.

Working closely with other administrative staff to explore different
methods of accomplishing tasks will be helpful and save time, particularly
when you are unclear about how to proceed with a work project. Increased
communications with staff, such as seeking clarity by asking questions when
you are unsure of assignment specifications, will eliminate the need to du-
plicate work (for example, coupling preparation of the convention atten-
dance list and mail merge letters). This will allow you to move forward
with different projects.

� Work closely with other administrative staff to explore

different methods of accomplishing tasks.

� Seek clarity by asking questions when you are unsure of

assignment specifications.
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� Find efficient solutions to organize and prioritize

assignments (for example, creating client files and using

automated reminders) to assist you in completing projects

within designated time frames and allow you time to move

forward with other assignments.

� You should obtain the Self-Study Learning Tool, “Making

Your Time Count,” available from our Human Resources

Department. This course demonstrates effective and

practical time-management and self-management

techniques that will help you better manage your time.

Peg, the previous information represents the expectations that I have
of you as a Receptionist. Please be advised that I am available to assist you
in improving your performance in the areas previously outlined. I also want
to remind you of the resources available to you as an employee. The Em-
ployee Assistance Program offers confidential, professional counseling and
life management services to our employees and eligible family members
and it can be reached at (telephone number).

I look forward to working with you during these next weeks. Again, I
am available to answer any questions you may have or to provide you with
any guidance you may require to improve your job performance. However,
you should be aware that if you do not improve your performance to an
“Achieved Standards” level by (date), or if you have not completed the
previously-outlined assignments within the specified time frames and ac-
cording to the expectations given, I will consider additional measures to
address continued performance concerns, which may include recommend-
ing termination of your employment. Please let me know if you have any
questions or concerns.

I have read and understand this PIP, and I have had the opportunity to

discuss it with my supervisor. I understand that termination is a possible

consequence if I do not meet and sustain the expectations contained in this

PIP.

Employee’s Signature Date

cc: Reviewing Manager
Human Resources
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Here are two additional ways to format Performance Improvement
Plans:

To: Employee and File

Subject: Performance Improvement Plan

On (date) we met to discuss your performance.  During this meeting, I
informed you that your performance rating for the annual review period
(date) to (date) was “Below Standards.”  As indicated in your year-end per-
formance evaluation, you required improvement in budget analyses, inter-
personal relationships and timely work flow, all of which are important
components/performance factors in your work as Deputy Director of Stra-
tegic Planning for our trade association.

In order to help you improve your performance in the areas noted
above, I developed the following Performance Improvement Plan (PIP).
Your performance improvement period will begin on (date) and end on
(date). I would like you to schedule an hour with me every two weeks to
discuss your progress toward the milestones listed below. I would also like
you to document your progress in writing so we can use this information as
talking points at our bi-monthly meetings.

An “Achieved Standards” level of performance will include the satis-
factory accomplishment and demonstration of the following performance
factors:

Job Knowledge

Performance Concern

You have been employed in the department for 16 months and
have not consistently demonstrated sufficient understanding of the
basics of budgetary analyses, a major responsibility outlined in your
job description. You continued to make the same errors on (date,

date, and date). You received training and did not ask for follow-up
training or assistance.

You demonstrated problems interpreting data submitted by three
of the six departments for which you have strategic planning
responsibilities on (date, date, and date).
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Performance Expectations

� Complete a basic budget analyses course within one month;
demonstrate ability to understand and integrate next round
of budget submissions within two months following the
completion of the course.

� Propose a more detailed development plan for yourself
within five weeks, including training in conceptual
development of financial plans and basic statistical analysis.

lnterpersonal Relationships

Performance Concern

Failure to maintain good interpersonal working relationships with
department directors and their staff negatively affects team mo-
rale. I have seen you react negatively to co-workers by not being
clear about the information you need, not seeking explanations
despite continuing concerns about misinterpreted data, avoiding
director requests to meet with you, and assigning blame to others
for late and erroneous reports. Working on your interpersonal skills
will enable you to work more favorably and efficiently with your
colleagues.

An example of this occurred on (date) when, despite three re-
quests from the Education Director seeking clarity about data
you requested from her, you submitted an analysis that incom-
pletely reflected two of her major initiatives.

Performance Expectations

� Be available to others.

� Listen to your colleagues’ concerns and respond promptly,
checking to make sure you’re all on one track.

� Take ownership of your errors.

� Include training in teamwork in the development plan due in
five weeks. Human Resources can assist in identifying this
training, which should be completed within three months.

� More positive interpersonal relationships should begin
immediately and be sustained.
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Quantity of Work

Performance Concern

Due to constant revisions because of incomplete and incorrect analy-
ses, the lag in work flow is impeding the critical task of targeting de-
partment goals and budgets for the next fiscal year. This has resulted in
a general lack of confidence about our association’s capability to pro-
vide the board of directors with a new fiscal year strategic plan by the
annual meeting. For example, last month’s submission linking educa-
tion and constituent outreach did not factor in legislative support. Be-
cause you needed to rework the plan, it was submitted late.

Performance Expectation

� During this performance improvement plan period, I will be
monitoring the timeliness of your work flow to check that you
and the directors are reaching common ground on deadlines and
understanding of required input. It is my expectation that you
will complete your assignments thoroughly and within deadline.

� Submit draft plans to directors to ensure that they are
complete and error-free before finalizing strategic plans. 

I will be available to help you throughout this period and beyond.
However, you should be aware that if you do not improve your perfor-
mance to an “Achieved Standards” level by (date), or if you have not
completed the previously mentioned assignments within the time frames
and expectations given, your employment will be terminated.

However, I look forward to your improved performance and believe it
can be sustained. Given an improved performance, there will again be re-
views at mid-year and year-end. I believe you can be successful and hope to
continue working with you.

Please read this document carefully and make sure that you understand it.

If you do not, I will be happy to clarify any point(s).

Signing below will indicate that you have had the opportunity to discuss

this Performance Improvement Plan with me and/or a representative from

Human Resources. It also indicates your understanding that termination is a

possible consequence if you do not meet and sustain the expectations con-

tained in this Performance Improvement Plan.

Signature Date
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Greg Galaida, Employee Relations and Recruitment Manager at the
Council on Foundations, believes the key to any good performance im-
provement plan form is adaptability. “There are just so many factors to
be considered—role of the position within the organization, timing of the
production cycle, tenure with the company, labor contracts or agreements,
the organization’s investment in training the individual, possible legal is-
sues, department morale, and external factors affecting performance, just
to name a few—that to be wed to a single approach can only mean prob-
lems down the line. The Council’s form is intentionally skeletal so the nec-
essary meat can be added on a case-by-case basis.”

Galaida emphasized that “certainly equity and fairness issues must be
considerations as well. Has the employee received adequate guidance and
time to perform his or her duties? Is a particular class of employee being
singled out by the supervisor? Does the supervisor have a history of a ‘hair
trigger’ approach to management? A positive answer to any of these can
be enough to make an HR professional question the need for an improve-
ment plan.”
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COUNCIL ON FOUNDATIONS*

PERFORMANCE IMPROVEMENT PLAN

Name  _______________________ Date of Discussion ____________

Department _________________ Supervisor __________________

Instructions: Plans for improvement are critical whenever an employee’s performance is

rated as “does not meet requirements.” The supervisor and employee are to jointly complete

this form during the evaluation meeting. Identify specific work assignments, required actions,

or training designed to support performance improvement in the areas listed below. The

employee’s progress in the areas identified here will be used to support the employee’s next

appraisal. Attach additional pages, if needed.

PERFORMANCE

FACTORS ACTION PLAN STATUS

Review Date: / /

1.

Review Date: / /

2.
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PERFORMANCE

FACTORS ACTION PLAN STATUS

Performance Improvement Plan p. 2

Review Date: / /

Review Date: / /

3.

4.

Employee _______________________________ Date  _____________

Supervisor ______________________________ Date  _____________

* Reprinted by permission of the Council on Foundations.
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9Keep It Legal!
By Diane Gold

Fiction is obliged to stick to possibilities. Truth isn’t.

—Mark Twain, American icon, steamboat pilot,
and author of The Adventures of Tom Sawyer

and Adventures of Huckleberry Finn.

In a legal battle, even emerging as the winner may feel like a half-
hearted victory. So much time, money, and emotion may be invested that
just concluding the case can feel like a win. Prepare performance apprais-
als carefully and you’ll sharply reduce the risks.

Performance appraisals can be challenged on their own, or used as
evidence in legal battles tied to other types of employment decisions. The
appraisal itself might be challenged if an employee believes it contains lan-
guage detrimental to his or her career, reputation, job security, or salary
increases. It can be challenged if discriminatory language seems to indicate
unfair bias. If an employee is part of a “protected” class, being age 40 or
older for example, and an appraisal reads, “Carl needs to show more en-
ergy,” that remark might be construed as an age-related criticism.
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When another employment decision is the issue, such as an employee’s
alleged failure to be promoted, the employee might point to outstanding
ratings to show that he or she should have been promoted. If alleging a
discriminatory termination, an employee may likewise point to positive
appraisals to show value to an employer. Alternatively, an employer can
use appraisals to defend a negative employment decision, such as a termi-
nation, demotion, disciplinary action, or undesired transfer.

Stay Away From Challenges
To protect against lawsuits, ratings must be fair, consistent, and based

on fair and objective criteria. If lawsuits alleging discriminatory appraisals
are to be avoided, consistency between performance objectives and the
rating itself is vital. If, for example, the appraisal doesn’t match job objec-
tives, and the employee is rated on elements that were not clearly articu-
lated, the possibility increases that an employee will yell foul play and
allege that the rating is unfair. The employee may question why the rating is
“unfair” and, if there is no clear basis for it, the employee may assume the
rating is lower and/or negative due to race, religion, sex, national origin,
etc.

As long as rating elements are objective and not subjective, a manager
will have an easier time defending a rating that has been challenged. If an
employee is rated on “friendliness,” what does that really mean? What is
friendly to one person might be excessive to another. Rating anyone on that
criterion is inherently subjective and difficult to measure. Examples of more
objective evaluations include measuring how many closings a salesperson
has made, how often a copywriter has met editorial deadlines, or whether
a vice president has brought projects in on budget 90 percent of the time.
While it’s not always possible to quantify rating elements in numbers, aim-
ing for objectivity makes it easier for managers to prepare ratings and easier
for employees to understand them. It may also keep you out of court.

Without measurable criteria, defending a rating can get tricky. Subjec-
tive criteria, such as attitude, personality, demeanor, and enthusiasm, can
lead to discrimination suits because employees might have a harder time
understanding what the supervisor wanted. Additionally, the employee will
be more likely to believe he or she is being rated unfairly, misjudged, or
discriminated against. While it’s not always easy to be 100 percent objec-
tive in measuring every employee, seeking objectivity as a clear standard
will limit the possibility of legal trouble.
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It’s also vital that supervisors keep a running file of notes on their
employees’ performance. This ensures a contemporaneous performance
record with specific examples to cite. With careful records in hand, su-
pervisors won’t have to dig into their memories. It’s also more likely that
they will produce an appraisal that fairly reflects the whole appraisal pe-
riod, not just recent events. Having this documentation becomes critical
if the rating is ever challenged.

EEO Compliance
Staying out of legal trouble means rating employees equitably, based

on their skills and abilities. With performance ratings, as well as all other
employment decisions, it is against federal law to consider an employee’s
race, color, age, sex, religion, national origin, pregnancy, or disability when
evaluating performance. These are the federally protected groups. There
are often state, county and/or city laws, local rules or ordinances that must
be followed. There is no substitute for effective training about the law.
When it comes to the law, there is no such thing as second best! In develop-
ing appraisals, it’s critical to consider only appropriate factors, such as skills
and specific examples of performance. The most legally damaging com-
ments in an appraisal blatantly indicate that the rater has considered an
employee’s race, sex, religion, etc. The focus must be on performance only.

Likewise, no factor should be construed as favoritism. Favoritism oc-
curs when employees are rated more positively simply because a supervi-
sor likes them, shares a personal friendship with them, or is attracted to
them. Legal troubles can similarly be triggered by ratings that factor in
personality conflicts with employees being evaluated. How much an em-
ployee is liked or disliked does not belong in the appraisal process. Factor-
ing such feelings into the process is a legal slippery slope. Supervisors may
like employees who are similar to themselves. They may feel more com-
fortable around them and better able to relate to them. But these feelings
must be kept in check to prevent claims of bias down the road.

The High Cost of Inflation
Sometimes discrimination suits are brought specifically as a result of a

challenged rating. At other times, different employment issues are the crux
of the matter and performance ratings are used as evidence of unfair treat-
ment or lack of rater credibility.
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When termination is the primary issue, courts may rely on the lack of
a negative written performance rating or other written documentation to
cast doubt on an employer’s defense to the challenged termination. In the
case of a plaintiff arguing under the Age Discrimination in Employment
Act, the 1967 Federal law prohibiting age-based job discrimination for those
40 and over, the court reasoned that the employer’s defense that the plain-
tiff was a poor performer was not substantiated by written ratings. The
court ultimately concluded that using poor job performance, as a reason
for his RIF, was “an afterthought1.”

Positive performance appraisals are often used by plaintiffs in em-
ployment cases to show that they are worthy employees who do not de-
serve undesirable treatment. An employee questioning a demotion or low
monetary award will undoubtedly use positive performance ratings to prove
that negative action is unfair and unwarranted. Here, again, the bottom line
is to focus solely on performance. Documentation of specific examples of
performance is essential to support solid ratings. Managers can get into
trouble if they inflate ratings, then find that their hands are tied when it’s
time to let someone go. In a case of discriminatory termination, employees
challenging the termination who have a history of positive ratings can be
expected to use these ratings as evidence that they are now being treated
unfairly.

What the Courts Say
In analyzing discrimination cases, including cases involving perfor-

mance appraisals, courts follow legal analyses and case law that has been
developed pursuant to Title VII of the Civil Rights Act of 1964. Three
basic steps are required to prove a case of discrimination. First, the em-
ployee is required to prove a prima facie case that is considered to raise
an inference of discrimination. Second, the employer must come forward
with a reason for taking the action in question. Third, in order to prevail
on his or her claim, the employee must establish that the employer’s rea-
son is not valid, or is merely a pretext for a discriminatory motive. Fol-
lowing is a closer look at these steps, especially with respect to a case
alleging a discriminatory performance rating:

Establishing a prima facie case of prohibited discrimination means
employees must prove three factors:

1. They are part of a protected class.

2. They have suffered an adverse employment action.
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3. They have been treated less favorably than someone who is
similarly situated who does not belong to their protected
class.

Initially, employees are members of a protected class when they are
protected by specific federal, state and/or local laws. Although state and
local laws vary,2 federal law protects individuals from discrimination on
the basis of race, color, sex (including pregnancy), religion, national origin,
age, and disability.

When Is a Bad Appraisal an “Adverse Action?”
As the second factor of a prima facie case, employees must prove

that their rating constitutes an “adverse action.” Poor performance ap-
praisals, along with other business decisions that might make an em-
ployee unhappy, aren’t necessarily considered adverse actions. Courts
generally look at whether the action at issue is a “tangible employment
action” that amounts to “a significant change in employment status,
such as hiring, firing, failing to promote, reassignment with significantly
different responsibilities, or a decision causing a significant change in
benefits.”3 While a lower than expected rating itself may not rise to this
level, the negative monetary effect of such a rating, such as a lower bonus,
cash award and/or salary, can often be considered an adverse action for
the purpose of establishing a prima facie case. For instance, in a Washing-
ton, D.C. case in which the plaintiff received a bonus of $807 based on a
rating of “excellent,” instead of the $1,355 bonus that her co-worker re-
ceived with a rating of “outstanding,” the court determined that this dif-
ference constituted an adverse action for the purposes of presenting a
prima facie case of discrimination under Title VII.4

To complete their prima facie case, employees must show that they
were treated less favorably than someone in a similar position who is
not of their same protected group. If employees can prove all of the
elements of the prima facie case, the burden then shifts to employers to
defend their decision.

Employers should keep in mind, and employees should be aware, that
when articulating a legitimate nondiscriminatory reason, credibility will
be given to a performance record that is contemporaneous with actual
performance. Likewise, it is important to note that courts will frown upon
documentation of poor performance made after the fact. Created after
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an appraisal, such documentation might actually be viewed as trying to
cover up a rating that was not based on appropriate or lawful criteria.

When Is an Inconsistent Rating Discriminatory “Pretext?”
After a prima facie case is established, a presumption is raised that

the motivation behind the employment action was “prohibited discrimi-
nation.” (McDonnell Douglas Corporation v. Green, 411 U.S. 792
(1973)). At this point the employer has the opportunity to overcome
the presumption by articulating a valid reason for taking the action
(Texas Department of Community Affairs v. Burdine, 450 U.S. 248
(1981)). If the employer gives such a reason, the employee can intro-
duce evidence tending to prove that the employer’s reason is not valid
and is really pretext, and that the real motivation was the prohibited
discrimination as alleged. “Pretext” when discussed in the context of
ratings means that the employer is not being truthful and that the ac-
tual reason for the negative employment action is either discrimina-
tory or otherwise unlawful or inappropriate.

One way an employee can show pretext is to provide evidence that a
rating is inconsistent. Ratings can be inconsistent in two ways. First, a
rating can be inconsistent with respect to an individual’s performance.
Either the rating is better than the performance warranted, and that
person might be favored, or the rating is worse than is merited by the
performance, and that person is disfavored. Second, a ratings process
can be inconsistent when only some employees receive ratings, when
employees with similar jobs are being rated on different criteria, and
when some employees receive extensive explanatory verbiage on their
ratings while others have minimal comments or feedback.

When ratings are inconsistent, there is inequity—and perhaps grounds
for legal problems. If a lawsuit is pursued a court may find that “[d]eviation
from established policy or practice may be evidence of pretext.”5 Once a
court finds that the employers’ defense is pretextual, it can infer that the
employer is trying to cover up a discriminatory motive. In discrimination
cases, courts have ruled that if an employee who suddenly gets a bad rating
has a new supervisor, pretext won’t be proven by the sole fact that the new
supervisor’s expectations differ from those of previous supervisors.6 Courts
will also look at substantial changes in an employee’s work responsibilities
as an explanation for a deviation from a pattern of appraisal that has gen-
erally been positive.
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For an employee to prevail, he or she has the burden of proving the
truth by a “preponderance of the evidence” in the record. A “preponder-
ance of the evidence” is “that degree of relevant evidence which a reason-
able mind, considering the record as a whole, might accept as sufficient to
support a conclusion that the matter asserted is more likely to be true than
not true.” U. S. Postal Service Board of Governors v. Aikens, 460 U.S. 711
(1983); Furnco Construction Company v. Waters, 438 U.S. 567 (1978); In-

ternational Brotherhood of Teamsters v. United States, 431 U.S. 324 (1977)).

Special Considerations

Disability
Sometimes an employer gets into legal trouble as a result of talking

with an employee about a bad rating. When employers surmise that a bad
rating might be the result of a mental or physical problem, they need to
guard against asking questions that could reveal a disability. Any questions
relating to employee health can be interpreted as disability discrimination
in a courtroom. However, if the employee reveals and/or explains that he
or she has a medical issue that requires attention, the supervisor should
handle the matter with sensitivity and refer the employee to personnel who
are trained to handle these types of issues (that is, counselors, nurses, Hu-
man Resources, etc.). The focus for the supervisor should be on the per-
formance deficiency itself, and not on speculation about why.

Retaliation
Retaliation claims arise when employees allege they received a lower

appraisal than they would have otherwise received because they filed an
EEO complaint or engaged in other activity that is considered to be “pro-
tected.”7 Employers need to be particularly careful in fairly rating an em-
ployee who has engaged in such activity and should keep in mind that it is
generally easier to pursue a successful retaliation claim than to prove the
initial claim of discrimination itself.

In order to prove a retaliation claim, employees must prove:

1. They engaged in a protected activity.

2. Their employer was aware of the protected activity.
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3. The employer took adverse action against them.

4. There was a causal connection between the protected activity
and the adverse action. (McKenna v. Weinberger, 729 F.2d 783,
790 (D.C. cir. 1984). Demonstrating that the adverse action
followed the protected activity within a short period of time is
one method of making this causal connection.

Plaintiffs’ attorneys who are claiming unlawful retaliation will scruti-
nize a rating that is received subsequent to the filing of an EEO complaint.
If the rating is lower than in prior years, or the language reflects hostility or
a previously absent critical tone, there is often fertile ground for a new
EEO complaint based on the rating. After an employee files a discrimina-
tion charge, or is otherwise involved in a discrimination case, supervisors
must take special care to treat that individual fairly. It might be particu-
larly difficult to focus on fairness when there’s a perceived unjust chal-
lenge, but supervisors must work to keep any acrimonious feelings in check.

Team Evaluations
Of major importance for supervisors is that all individuals participat-

ing in evaluations understand and are trained in the process, as well as
EEO laws, documentation, and consistency. Should the appraisal and/or
appraisal process ever be challenged, a derogatory or otherwise inappro-
priate comment by one of several evaluators could be seen to taint the
entire process.

E-Mail and Other Documentation
When a performance appraisal is challenged in court, a plaintiff’s at-

torney will be able to access and review a wealth of information, any or all
of which could help shape the ultimate determination. The documentation
reviewed might include prior performance appraisals, other employees’
appraisals, and memos and e-mails concerning performance. It’s impor-
tant to note that e-mails are frequently the evidence of choice in employ-
ment discrimination cases because people generally take less care when
writing an e-mail than when writing official correspondence on company
letterhead. Take heed, or your hard drive may show up in court.
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The Bottom-Line
Consistently applied and up-to-date policies and procedures, preven-

tive measures in the form of EEO training, and a general work environ-
ment of respect and professionalism go a long way toward limiting claims
and reducing liability if a manager’s actions are challenged.

Test Your Legal IQ

Supervisors

� Are the rating factors objective?

� Do employees understand what is expected of them?

� Are you documenting performance during the entire rating
period?

� Are you communicating with employees about their
performances during the rating period?

� Are you spending the same amount of time and attention on
each employee’s performance?

� Have you received training on implementing the
performance process?

� Have you received basic EEO training?

� Is your appraisal free from extraneous comments and
personal opinions?

� Do you give specific examples on the appraisal to
demonstrate employees’ strengths and/or weaknesses?

� Are you rating performance solely on the bases of skills and
abilities?

� Are you favoring or disfavoring any employee for reasons
unrelated to that employee’s performance?

� Are employment decisions regarding employees consistent
with their ratings?

� Do employees have the opportunity to review and respond to
appraisal?

� Are ratings consistent in process and procedure throughout
your organization?
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� Are ratings given a second look (and signed) by a more
senior manager?

� Are ratings discussed with employees to make sure they
understand any deficiencies?

Employees

� Do you update your supervisor on all work?

� Do you ask for clarification when you need it?

� Do you understand the performance expected of you?

� Do you know why you receive the ratings you do? Do they
seem fair?

� Do you track your own progress?

� Do you maintain copies of your work products?

� Do you initiate conversations with your supervisor on your
performance throughout the year?

� Were your goals clear at the beginning of the performance
cycle?

� Do you take responsibility for your performance?

� Do you work at full capacity/try your best?

� Do you understand the appraisal process at your organization?

� If necessary, what have you done to improve your performance?

� Do you have an opportunity to respond to your performance
reviews? Do you respond in writing?

� If you have conflicting views with your supervisor, do you back
up your perspective with specific examples?

� Was there enough time allotted for your performance
discussion?

� Do you receive feedback all year?

� Do you have the opportunity to review your appraisals in
advance, or at the beginning of the meeting?

� Do you receive a copy of your performance appraisal?

� If you have concerns, do you share them with the Human
Resources department?
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10Appraisals@21st
Century

We shape our tools and then our tools shape us.

—Marshall McLuhan, visionary Canadian educator
who examined the media’s significance

as a global gateway.

We’re experiencing what Alvin Toffler might call “an exclamation
point in history,”1 an era in which old barriers fall and there is vast reorga-
nization of the production and distribution of knowledge and the symbols
used to communicate it.2 Toffler wrote about GenCorp Automotive in

Dilbert reprinted by permission of United Feature Syndicate, Inc.
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Indiana, which opened a $65 million plant in the early 1990s with about
500 workers. Every worker, not only supervisors and managers, received
$8,000–$10,000 worth of training—not just in the technical tasks of mak-
ing car body panels, but in problem solving, leadership skills, role playing,
and organization process. Employees work in teams, and every team has
multiple tasks so employees can switch jobs and minimize boredom. Team
leaders receive a full year’s training, including visits abroad.3 “As the
economy moves forward,” Toffler wrote, “all firms are being compelled
to rethink the role of knowledge...They operate on the assumption that
both productivity and profits will skyrocket if...the full potential of the
worker is tapped.”4

GenCorp is committed to reciprocal payback and retention. Given
the fluidity of today’s work climate, there is also the concept of wetware.
Wetware? If you don’t yet know, welcome to the 21st century. There’s hard-
ware, software, and wetware. Used by Silicon Valley firms, hardware re-
fers to physical assets, software to recipes for creating value, and wetware
to employee brainpower.5 “A firm owns and can capture value from its
hardware and software, but it only rents its wetware. Wetware is the pri-
vate property of individual employees who can take it with them to an-
other firm if they choose. To generate shareholder value, managers must
find ways to convert the knowledge contained in employee wetware—
even knowledge employees may not realize they have—into software. The
firm then owns the software and can use it to create and capture value for
its shareholders.”6

That idea is alive well beyond Silicon Valley. Already employers and
periodicals refer to the idea of addressing needs rather than filling jobs. In
Washington, D.C., there is discussion about bringing technical consultants
in to fill certain government jobs, contracting with them only for the time
needed to deliver desired results. Fast changes in today’s work climate—
flextime, telecommuting, job sharing, and improved training, among a long
list of others—make it possible, even feasible, to look at a fresh, fluid ap-
proach. A lagging economy and major staff cuts make it a necessity.

Still not easy or even understandable in many traditional work settings,
performance appraisals, too, need to adapt to change, especially with a
workforce that is getting older—and younger. A decade ago, in private indus-
try, employees ages 55 or older comprised 11.9 percent of the working popu-
lation. In 2000, that figure jumped to 12.9 percent. By 2010, it’s projected to
leap to an estimated 16.9 percent.7 And just as baby boomers made their
mark on the business world, 44 million Gen Xers are starting to do the same.
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Moving up fast are the Gen-Yers. Born between 1979 and 1994, they’re
now “entering the workforce in earnest, with a lot of raw energy, un-
bridled enthusiasm, and the skills and experience of much older work-
ers.”8 Gen-Yers “live to be trained” and “absolutely thrive on recognition.”9

With matrix management, work groups, team projects, multiple rat-
ers, multiple supervisors and more, there is an accelerating team mind-
set. Just as so many of today’s personnel practices, this one isn’t new
either. Sanford Jacoby reported that, “self-managing work teams were
evident in the 1870s, when groups of workers negotiated with owners for
tonnage rates for each job, then decided on pay distribution, whom to
hire, and how to organize and train for the job.”10 What is new is the
prevalence of the team focus. Teamwork is not just a buzzword but a
concept that is threading its way through organizational structures. In
some cases, as in matrix management, it is changing structures, injecting
a zest into organizations that is giving a facelift to business as usual. 

“Psychological Turnover”

“Retention issues are changing with the market,” said Dr. Beverly
Kaye at a Society for Human Resource Management forum. Kaye
is co-author of Love ‘Em or Lose ‘Em: Getting Good People to Stay.
Kaye said that rather than physically walking out the door, staff
may “check out” by abandoning motivation and productivity, which
creates “psychological turnover.” While talented staff may hang
around during a sluggish job market, it’s going to take more than
fear to hold them over the long run.

Kaye said it takes the following to keep talent and boost staff
performance:

� Recognize there’s a serious shortage of talent.

� Recognize that the worst of this shortage has yet to hit—it will
come by 2008, as boomers retire and there are less younger
workers.

� Know that employers spend three times as much to recruit as
they do to retrain.

� Understand that people stay for reasons beyond pay—employers
must be competitive on dollars and win on culture.

� Understand why staff stay or leave—conduct periodic “stay
interviews” not just exit interviews.
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� Make retention everyone’s job.

� Recognize that mentoring is central to retention.

� Recognize that there will always be a higher bidder.

Collaboration...Less an Ideal, More an Expectation

Change is rarely easy. Even the concept of collaboration is still being
explored. “The popular culture gives much more credit to individual genius
than to collaborative genius,” author Michael Schrage told the Washington

Post’s Don Oldenburg.12 Published more than a decade ago, Schrage’s book,

Shared Minds: The New Technologies of Collaboration is perhaps more ap-
plicable today, when collaboration is less an ideal and more of an expecta-
tion. “Being a collaborator doesn’t mean giving up who you are,” Schrage
said. “It means using someone else to amplify you at the same time that the
other person is using you to amplify [himself or herself.]...That Laurel wasn’t
as funny without Hardy speaks only to the success of the collaboration, not
to the failure of either individual... Did it take away from Picasso because
he collaborated with Braque to create Cubism? No.”13

Schrage said that while the “need to collaborate is becoming less am-
biguous,” the tools are still primitive. “We are at the Alexander Graham
Bell stage of collaborative tools. Once Graham invented the telephone,
you could see where it might lead. Given collaborative technology, given
environments that encourage creative interaction, the ‘good communica-
tion’ that has been given so much lip service will seem like a one-night stand
compared to the impact collaboration has on the quality of relationships—
business and otherwise.”14

Even given the tools, there must be the will to apply them. Smart com-
panies manage change by embracing it. World Wide Technology’s CEO,
David Steward, put it this way: “No matter what I’ve faced, personally or
professionally, what keeps me going is a passage from The Life and Letters
of Charles Darwin, ‘It’s not the strongest or the smartest that survive, but
the ones most adaptable to change.’”15 Duke Ellington put it another way:
“Life has two rules: Number one, never quit. Number two, always remem-
ber number one.” 16

Synygy, Inc. provides performance and other management software to
such corporate giants as DuPont and Sun Microsystems. Prizing close team-
work and continuing feedback despite rapid growth, Synygy developed an
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employee-evaluation program characterized by quarterly reviews. “‘The
whole idea of having an evaluation is to help you improve your perfor-
mance,’ managing director Anil Chouhan said. ‘But if you’re going to change
behavior, you have to get the information to do it in a timely fashion—this
way, you can decide that you need to work on these particular things over
the next three months, and quickly see the results.” 17

With 3,400 employees and sales of $157 million, Herman Miller, Inc,
an office furniture company, is working to shift appraisals away from
merely measuring results. In using the appraisal process as a way to build
teamwork among employees and supervisors, “the company emphasizes
that management is a function, not a class,” serving to cut down on per-
formance appraisal anxiety.18 The Italian firm, Fiat, combines objective
and subjective performance measures into a single, integrated system. Fiat’s
top 500 managers work under a management by objectives process in which
they have performance indicators tied to profit and debt objectives, cus-
tomer service, and increasing sales in a particular market, among several
other indicators. Meeting objectives earns them up to 30 percent of base
salary—if the larger group meets its objectives, too. The Fiat Group, for
example, has 16 sectors, each headed by a manager. Six managers might
meet all of their performance goals. But if the other 10 managers don’t,
none of the managers receive a bonus.19 The incentive for teamwork is
strong and measurable.

Managing Change20

� Know the current situation.

� Develop a clear picture of where the organization needs
to go.

� Set specific goals and dates by which to achieve that vision.

� Outline the transition state in detail.

� Determine what needs to be done to achieve the de-
sired change. The organization’s subsystems of people,
structure, technology, and tasks need to be directed to
be compatible with the change.

� Develop and execute the plan for managing the transi-
tion state.
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Jump-Starting Results21

In the Harvard Business Review on Change, Robert H. Schaffer
and Harvey A. Thomson state, “There is no reason for senior-
level managers to acquiesce when their people plead they are al-
ready accomplishing just about all that can be accomplished, or
that factors beyond their control are blocking accelerated perfor-
mance improvement...Instead management needs to recognize
there is an abundance of both unexploited capability and dissi-
pated resources in the organization.”

Here’s how they suggest driving new opportunities—and jump-
starting good results:

� Ask each unit to set and achieve a few ambitious short-term

performance goals. Every organization can improve with re-
sources at hand. There might be faster turnaround time on cus-
tomer requests, test of a managerial process, or cost-savings.

� Periodically review progress, capture the essential learning,

and reformulate strategy. Learn what is and isn’t actually work-
ing. Fresh insights can generate new support, changed meth-
ods, and the confidence that comes from overhauling obsolete
practices.

� Institute the changes that work—and discard the rest. Inte-
grate the practices and technologies that contribute most to
performance improvement.

� Create the context and identify the crucial business challenges.

Establish a broader, strategic framework to guide continuing
improvement.

Making Convictions Operational

Adapting performance appraisals, even developing and implementing
them effectively to begin with, never occurs in a vacuum. The broader work
climate must embrace those needs. And the will to do that begins at the
top—possibly after some convincing stops on the way up. But once a CEO
is philosophically committed to putting those assets that don’t go home at
night first, it’s up to management to turn this conviction into operational
fact. That requires communication, more communication, training, and
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monitoring and assessment. It takes, as Toffler framed it, “thinking about
‘big things’ while you’re doing ‘small things,’ so that all the small things go
in the right direction.”22 Championing the big things, such as organizational
vision, takes many routes, all of which can help shape a positive perfor-
mance appraisal process.

Communication

Leaders talk about leadership, usually enthusiastically. Microsoft chair
Bill Gates said, “What I do best is spread my enthusiasm.”23 Microsoft CEO
Steve Ballmer said, “The end point must be exciting enough to stir thousands
to uncommon effort.”24  Chairman, Herb Kelleher, explained that Southwest
Airlines gives employees the “opportunity to be a maverick. You don’t have
to fit into a constraining mold—you can have a good time.”25 Asked by a
BusinessWeek columnist to sum up why he had been so successful at GE,
former CEO Jack Walsh said, “My main job was developing talent. I was a
gardener providing water and nourishment.”26

Still a survey conducted jointly by the Society for Human Resource Man-
agement and Personnel Decisions International found that 22 percent of par-
ticipants said the greatest challenge they face is a lack of support from top
management. Forty-two percent of the organizations that took part reported
that executives do not even bother to review the performance management
systems currently in place.27

As underscored throughout this book, almost everything an organization
does tells its employees how much they count. For employees to feel valued,
they must be valued. Expecting them to be on board with the organizational
mission means they must genuinely be a part of that mission, and clear about
how. The vision focus of Chapter 4 needs to dovetail with the recognition
content of Chapter 5. A performance appraisal that recaps continuing dia-
logue says the employee is vital to moving the vision. A perfunctory annual
review says the opposite.

Organizations invite two-way communications in innumerable ways—
from daily e-mail Qs and As, chat rooms, and town hall meetings, to Fri-
day pizza parties, more formal meetings, and sit-downs with the CEO.
Some companies conduct anonymous surveys, asking such questions as,
“What’s the best thing about working here?” “What three things would
you change?” “What makes you proud to be here? “In Sydney, Australia,
an employee was chosen by lottery and asked “What would you do if you
were CEO for a day?”28 A CEO might tell some tales about his or her own
appraisals.

10 Stress Chapter 10.p65 6/12/2003, 4:17 PM161



Stress-free Performance Appraisals

162

Welcoming employees to articulate values can be especially helpful in
advance of a corporate restructuring, or in planning a product launch, de-
sign of new symbols, or perhaps redesign of the appraisal process. Man-
agement consultants and authors James C. Collins and Jerry I. Porras
often recommend “a Mars Group,” a diverse group of employees they
call “a representative slice of the company’s genetic code.”29 A Mars Group
works like this:

“Imagine that you’ve been asked to recreate the very best attributes
of your organization on another planet but you have seats on the
rocket ship for only five to seven people. Whom should you send?
Most likely, you’ll choose the people who have a gut level under-
standing of your core values, the highest level of credibility with
their peers, and the highest level of competence. We’ll often ask
people brought together to work on core values to nominate a Mars
Group of five to seven people (not necessarily from the assembled
group). Invariably they end up selecting highly credible represen-
tatives who do a super job of articulating the core values precisely
because they are exemplars of those values—a representative slice
of the company’s genetic code.”30

More than 2,000 years ago, Aristotle observed that, “If communication is
to change behavior, it must be grounded in the desires and interests of the
receivers. Since 350 B.C., there have been no major changes in that central
idea. To be noticed, communications must contain something that interests
the receivers; to change behavior, it must touch one of their values.”31

Embracing Talent32

� Make talent management a critical part of every manager’s job.

� Create a winning “employee value proposition” that provides
a compelling reason for a highly talented person to join and
stay with your company.

� Rebuild your recruiting strategies to inject talent at all levels,
and from many sources, to respond to the ebbs and flows in the
talent market.

� Weave development into the organization by deliberately using
stretch jobs, candid feedback, coaching, and mentoring to grow
every manager’s talents.
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� Differentiate the performance of your people, and affirm their
unique contributions to the organization.

Training
Touching employee values means that, just as setting work objectives

and conducting appraisals, the training needs to be in line with what will
actually work. How much will the training count on an everyday basis? Are
there supports in place to leverage the training? How will related growth
and development be fostered once the power point presentation goes dark?

In The Fifth Discipline, Peter Senge wrote that “organizations learn
only through individuals who learn.”33 Yet many organizations offer little
or no training when it comes to evaluating performance and conducting
performance appraisal interviews. It often seems that firms believe pro-
motion to a supervisory or management position automatically gives an
individual the ability to perform all managerial functions without the ben-
efit of formalized training. Most performance appraisal problems could be
eliminated through proper training, training that begins with promotion to
a supervisor position, and training that is reinforced through at least an-
nual updating sessions.34

Basic to any appraisal training are techniques to apply work stan-
dards and set them jointly with employees. Rating errors should also be
high on the list. Coaching and counseling skills based on directly observed
behavior are also essential to a solid training agenda. “‘Management by
Wandering Around a concept popularized by Tom Peters, …is the tactic
of observing what’s occurring firsthand, and it’s a good one. Mishandled—
and it’s easy to do—it often becomes ‘management by stumbling around.’”35

Training in the performance system should be directed to both employ-
ees and managers. And it should be designed based on how adults learn.
Deborah Lamber of the Utah Chapter of the National Society of Perfor-
mance and Instruction wrote that adults will learn only what they feel a
need to learn, will seek to learn what they have identified as important,
look to learning what can be immediately applied, and learn by doing.36

Employees trained in performance appraisals become empowered to take
charge of their own performance. They are better prepared to initiate
discussions about their work and to do self-appraisals on a continuing
basis. After participating in training, employees should be able to under-
stand the process, monitor their own performance, be clear about the im-
portance of taking responsibility for their work, accept feedback and pursue
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their own professional development. They should benefit from under-
standing the importance of performance management in their organiza-
tion and their particular role in bolstering it.

Retraining should occur each year. Be sure new employees and man-
agers are introduced to the performance system early on. Don’t forget
managers promoted from within. Training is especially key when a new
system is introduced. Benchmark and stay abreast of best practices, track-
ing what’s working at other organizations.

To receive consistent feedback is perhaps the biggest pay-off for the
employee. Employees deserve to know where their talents are and how they
can build more skills and develop professionally. Richard Franklin, a human
resources manager at KnowledgePoint, says, “Surveys have shown that em-
ployees will stay with a company because they felt they were getting feed-
back. They want to know how they are doing and how they can improve.”37

For Sound Appraisals…38

1. Understand rating errors.

2. Understand how to process observed information.

3. Understand how to establish a frame of reference for what is
observed.

4. Be familiar with the performance appraisal system in use.

5. Experience observing a performance appraisal.

6. Practice effective interviewing techniques.

7. Practice conducting a performance appraisal.

Monitoring and Assessment
“As constant change becomes a way of life in organizations, the job

skill with the biggest pay-off is the ability to learn—and unlearn, and re-
learn, “ said John H. Zenger, chairman of the Times Mirror Group.39

The operational word here is learn. Despite the best efforts, communicating
and training are not necessarily change agents. Just because they occur does not
mean they are working. Or if they are working, it may be short-lived. Is the pay-
off immediate? Still going strong in a month? Six months? Is there really fresh
understanding? And if so, is it being demonstrated in new, desired ways,
or is performance basically unchanged?
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The process is eased by quality hiring, in which a “good fit” upfront
translates into eager, dedicated employee performance on most days. But
given that the communication and training are meant for current employ-
ees, the aim is to make them work well and leverage the benefits as widely
as possible. With performance appraisals, it’s easier to gauge the effects
than with some other initiatives designed for behavior change. Are super-
visors making less rating errors? Are employees more engaged? Is talk
about setting objectives livelier and maybe a genuine debate? Are mini-
reviews occurring more frequently, or perhaps for the first time? There’s
observable behavior plus the “gut barometer” to draw on—and it’s impor-
tant to stay tuned. Investing in communications and training will be coun-
terproductive if performance remains unchanged.

Feedback should be sought soon after the training or specific communica-
tions, and again at a later time. “In the study of human behavior psychologists
discovered a long time ago that feedback is one of the most critical requirements
for sustained high-level performance of any human act. Without frequent and
specific feedback, performance varies and often fails.”40 “It has been estimated
that approximately 50 percent of the nonperformance problems in business oc-
cur because of lack of feedback.”41 Even after receiving sound training or com-
munications, workers need feedback about how they are demonstrating its effects.

When NCCI Holdings, Inc., a Boca Raton-based nonprofit consortium
that provides data on workplace injury claims to insurance companies, began
receiving customer complaints about spotty service and noticed growing de-
moralization of employees after fighting off a takeover in the late 1990s, NCCI’s
management decided to take a hard look at the way it managed human capital.
The HR department spent a year studying the problem and, in 1999, NCCI
unrolled an employee evaluation system that evaluates employees not once but
twice a year. This new system gave employees two chances each year to have an
impact on their compensation and it gave management that ability to set highly
specific objectives for employees to meet. It also worked continuously to im-
prove performance with a coaching system that was closely linked to the evalu-
ation process. The system is quite rigorous to implement, requiring an extensive
schedule of meetings throughout the year, including 360-degree feedback, su-
pervisors’ roundtables, and individualized coaching sessions with employees.
Two years after the new system was implemented, turnover and customer
complaints were down.42 Monitoring and measuring the outcome showed
a clear link to objectives set for employees and customers.
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21st Century Challenges

We introduced this chapter with “wetware,” the brainpower that or-
ganizations are dedicated to converting to value. A look at McDonald’s
Corporation traces how this occurs. When the first McDonald’s began
feeding us in 1956, the company’s hardware consisted of property and
equipment. Its most valued asset was software, with its revolutionary for-
mula for McDonald’s products. This formula helped build golden arches
all over the world. Despite fast accelerating competition,
McDonald’s persisted and remained strong. Enter the Filet-O-Fish sand-
wich, and an excellent example of how wetware is converted to software.
At first, McDonald’s sold just hamburgers and fries, a limited line de-
signed for speed and efficiency. But one franchisee, in a predominantly
Catholic area, couldn’t sell meat on Fridays and developed a fish sand-
wich. Fearing the innovation would lead to inconsistency across franchise
units, McDonald’s resisted initially, then captured the wetware and turned
it into software that’s put Filet-O-Fish on the map. The Big Mac came
into being in much the same way. It was the brainchild of a franchisee in
Pittsburgh who wanted a heftier sandwich to satisfy steelworkers.43

“The demands on the skill, knowledge, performance, responsibility,
and integrity of the manager have doubled in every generation during the
past half century,”44 and the current one is no exception. In a competitive,
urgent, and shrinking world, converting wetware into value is a hot com-
modity. Envisioning how 21st century businesses will be “seen, under-
stood and managed entirely as an integrated process,” Peter Drucker wrote
that “manager[s] will have to acquire a whole new set of tools—many of
which [they] will have to develop themselves. [They] will need to acquire
adequate yardsticks for performance and results in the key areas of busi-
ness objectives...[They] will have to acquire the new tools of the decision-
making process.45 Drucker also pointed out that “the best and most
dedicated people are ultimately volunteers.”46 Indicating that as compa-
nies move into the 21st century they will need to draw on the full creative
energy and talent of their people, Collins and Porras asked: “Why people
should give full measure?” Drawing on the “Mars Group” noted previ-
ously, they conceived of asking each member, “How could we frame the
purpose of this organization so that if you woke up each morning with
enough money to retire, you would nevertheless keep working here? What
deeper sense of purpose would motivate you to continue to dedicate your
precious creative energies to this company’s efforts?”47
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What they’re suggesting is a “core ideology that is meaningful and in-
spirational to people inside the organization; it need not be exciting to
outsiders...A clear, well-articulated ideology attracts to the company people
whose core values are compatible with those of the company; conversely it
repels those whose personal values are incompatible...Nike, for instance,
has a campus that seems more like a shrine to the competitive spirit than a
corporate office.”48 Collins and Porras carefully differentiate between core
ideology and core competence. “Core competence is a strategic concept
that defines an organization’s capabilities—what it’s particularly good at.
Core ideology captures what you stand for and why you exist.”49

Four Seasons Hotel and Resorts’ performance management philoso-
phy makes clear not only that the performance appraisal is provided to
build effective supervisor/employee relationships but that there “should
be a uniformity of performance format, administration and rating criteria
throughout all hotels.” Four Season hotels are global, and the performance
appraisal is an active tool in ensuring that the standards are, too.

Globalization presents particular 21st century challenges. One survey
of senior executives indicated that of 60 issues identified, 12 were HR prob-
lems.50 Two of the four top concerns were “company-wide loyalty and mo-
tivation” and “appraising performance.”

Add a queasy economy with RIFs to the mix, and appraisals become even
more vital. Conducted effectively, they are essential in clarifying organizational
expectations, rewarding good performance, recognizing specific employee in-
terests, and providing a predictable structure in an often tough, uncertain world.
Twenty-first century opportunities do present some new challenges. Here are
suggested approaches to handling them:

Flextime

Because companies define flextime differently, it can be difficult to trans-
late best practices from one organization to another. Many different arrange-
ments are made to help employees maintain more balanced lives. For some
companies, flextime is identified as a core time when all employees are ex-
pected to be at the office or work location. With advance notice, other em-
ployers allow major adjustments in the weekly schedule. Another model
compresses hours into a shortened workweek. 

The Bureau of Labor Statistics reported that, in May 2001, about 28.8
percent, or 29 million full-time wage and salary workers used flextime, a
number that has almost doubled over the past decade.51 A study by William
M. Mercer of 800 firms with 1,000 or more employees found that 34 percent
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use compressed work weeks for some part of their workforce and an
additional 14 percent are considering this approach.52

Flextime appears to contribute to decreased tardiness, reduced ab-
senteeism, less job fatigue, increased organizational loyalty, and improved
recruitment.53 At Baxter International, a global medical products and ser-
vices firm, nearly 20 percent of employees take advantage of some form
of alternative work schedule. Griffin Lewis, vice president of logistics,
says that the program pays off in boosted morale, more effective recruit-
ing, better stress management, and increased productivity.54

The performance management process should not be adversely affected.
Objectives should be set and measured at regularly scheduled mini-reviews.
The employee must show a willingness to do quality work and make the
new schedule predictable and seamless. To minimize problems, employees
should stay organized and leave detailed directions for the supervisor and
coworkers. Both supervisor and employee should be accessible when the
unexpected occurs. They need to work at keeping each other in the loop.
Because flextime often needs time to work, a pilot time frame can be agreed
to upfront, and an evaluation discussion scheduled. As needed, flextime
can be adjusted or discontinued.

Flextime Works55

� Short-term absences are reduced because of greater
control over schedules.

� Tardiness is reduced because the workday begins
when the employee arrives.

� Morning coffee breaks are reduced due to staggered
hours.

� Employees are more likely to work during their most
productive hours: mornings for early birds, evenings
for night owls.

� Workers are more focused on doing the job as
opposed to spending time in the office.

� Business can offer more flexible service to customers.

� Supervisors are forced to communicate more effectively
because employees are not always in the office.
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Telecommuting

Telecommuting is here to stay. Whether an issue of space, employee
retention, or just linking work and home, it’s usually a hit. A survey of 754
human resources professionals, conducted in 2001 by the Society for
Human Resource Management, showed a steady climb from 20 percent
of employers offering telecommuting in 1997 to 37 percent in 2001. Ac-
cording to an International Telework Advisory Council 2001 survey, there
were 28 million Americans teleworking. Other Council studies indicate
that teleworkers have an average of 10 percent higher employee satisfac-
tion and 10 to 30 percent higher productivity. Employee retention has
climbed as much as 22 percent.

The Council identifies four success factors for a Telework Program:
dedicated resources; automated processes and technology; job function
considerations; and manager characteristics. The manager should have
above average organizational, planning, and coaching skills; be able to
focus on output rather than hours; be able to establish and evaluate well-
defined measurable objectives and goals; and provide timely and con-
structive feedback.56 Managers should also be comfortable managing
employees who are not in their “line of vision.” Employees should be
reliable, disciplined, and able to get work done with limited supervision.
Good time management and communication skills really matter.

At Merrill Lynch, the company developed a manager’s guide and pro-
vided training sessions. At a major association in Washington, DC, a staff
person is designated as a liaison between the supervisor and the employee
to ensure that discussions around expectations and deliverables take place.
“Task scheduling, meeting scheduling, and visit frequency should be
spelled out clearly so that the employee knows how much contact is ex-
pected with the office. Having measures and guidelines can become espe-
cially important for jobs where the teleworker’s output is not effectively
measurable. It is crucial to note that the guidelines should be loose enough
to allow the telecommuter some flexibility. It is important to establish
boundaries; however, they should not be so strict that they hinder the
performance of the employee.”57

Telework consultant Yvonne Zhou, president of Futrend Technology
Inc. in Virginia, says, “A teleworker must be evaluated as a nonteleworker.
Telework forces managers to measure by performance, not by face time or
the number of hours an employee is in the office.”

Training managers and employees is critical to ensure performance
and high productivity among teleworkers and the success of a telework
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program. Managers need to learn how to manage, motivate, and collabo-
rate with their teleworking staff. Managers must be shown how to develop
clear performance standards and measures that evaluate an employee’s
performance based on objective criteria. The expectations must be discussed
upfront. Employees should be self-disciplined and able to handle varying
situations. The supervisor and employee should agree to review the ar-
rangement frequently and make changes or discontinue as needed.

Job-Sharing

“There is a strong business case for job-sharing,” says Honey Melville-
Brown, a consultant who helped compile a study showing that “Not only
in terms of performance, but also as a critical retention tool, job sharing
is an excellent way to fill the skills gap. It may be a company’s ideal to
have a single, full-time person, but [companies] are realizing that it’s bet-
ter to have the right skills package spread across two bodies than an inad-
equate one in one.”58

The challenge is to distribute tasks fairly and build strong communi-
cation between the job-sharers so that coworkers and customers aren’t
affected. Here, too, strong, measurable standards, consistent monitoring
of performance, and continuing, clear communication are key.

Performance evaluation in job-sharing is similar to evaluating part-
time workers. Goal-setting is a major element. Responsibilities can be
divided in ways that make sense and promote work continuity. If each
worker is clear on the objectives that he or she is responsible for, it en-
sures the accountability needed.

Team Performance Appraisals

Two assessments are needed here—for team performance and indi-
vidual performance. Understanding and reinforcing the balance is impor-
tant to the success of both, especially in organizations that value and
promote teamwork. It takes motivated individuals to spur on the team.
Many organizations now factor behaviors beneficial to team development
into their criteria for individual performance. Employees are expected to
deliver results in specific ways.

“In a case study of self-managed groups at the Digital Equipment Corpo-
ration in Colorado Springs, Carol Norman and Robert Zwacki found that team
appraisal appeared to improve participation, commitment, and productivity.
The need to participate is reinforced by the requirement for all team members
to take specific roles and responsibilities for performance appraisals.”59
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Yet despite becoming a sacred cow to American businesses, a Mercer
Management study found that just 13 of 179 teams received high ratings.
“Somehow we need to get past this idea that all we have to do is join hands
and sing Kumbaya and say, ‘We’ve moved to teamwork.’ Many compa-
nies are narrowing the focus and horizon of teams.”60

Why Teams Fail61

� Mental Opt-Out. Busy managers surrender without any real
effort. Fully half the decisions reached by teams are never
implemented.

� Dueling Advice. At first, everyone is very polite. The teams
storm. Months pass before things settle down.

� Old-fashioned Pay Schemes. Companies move on to teams but
keep their old individual performance measures. Team-based
pay for rewarding the entire team for meeting goals is not in
place.

Virtual teams bring benefits along with complications. Just as with
telecommuting, the supervisor’s reliance on line-of-sight managing can bring
discomfort to this work arrangement.

Carl Worthy, an expert on remote workers, explained, “Managers are
process-focused. They think, ‘I know you’re doing a good job because I
see you working.’ Because that’s impossible with virtual teams, managers
have to focus on results. Managers also may find it difficult to coach and
advise, assess training needs, and give feedback to team members who
aren’t in view. Reviews using 360-degree feedback can help managers un-
derstand how members are performing, and analyzing bulletin boards and
intranets will give a feel for the team’s issues and problems.”62

Matrix Management

With appraisal issues similar to those of team evaluations, matrix man-
agement involves both horizontal and vertical reporting. Two or more in-
tersecting lines of authority can run through the same individual, who
typically reports to two supervisors. A scientist, for example, may be work-
ing in a line office on ocean and coastal issues. Because a coral reef matrix
team is set up, and there’s a clear link between ocean and coastal health
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and survival of coral reefs, he or she joins that team, too, reporting to
both the line office supervisor and the head of the new matrix team. Other
line office scientists, focused on weather, habitat, and other linked areas
will join the matrix team as well. Matrix management considerably lever-
ages knowledge and skills, and opens opportunities for employees to branch
out from their usual offices and disciplines and generate a stronger, better-
informed end product.

In 1992, Intel Corporation created a matrix organization by staffing
five major product groups, such as multimedia and supercomputing com-
ponents, with people from basic functional groups, such as finance, mar-
keting, business development, and software technology. Individual Intel
employees became members of both product and functional groups.63

In matrix structures, the main or functional manager typically has pri-
mary responsibility for performance reviews, with matrix team leaders or
product managers providing input.

Multiple Rater Appraisals and Multiple Supervisors

Various situations arise when there are multiple raters. For fairness
and employee comfort, it is extremely important to be sure all on board
are thoroughly grounded in what is being measured and whom is being
evaluated—the employee should not feel as if this is a town meeting.
Everyone’s role should be clear—and to the employee as well.

Just as in matrix management, it is usually the primary supervisor who
takes the lead, with input from one or more supervisors who share man-
agement responsibility.

Goal setting is crucial. All supervisors must agree on goals and the value
or weight assigned to each goal. This establishes the priorities that will guide
employee performance throughout the evaluation cycle. All supervisors
should also commit to being available as needed to offer support and di-
rection. Periodic mini-reviews are key to keeping everyone on the same
track.

Upward Performance Appraisals

Mention employees appraising managers and managers often cringe.
In part, upward appraisals are an extension of customer-focused think-
ing—those on the receiving end are the best ones to evaluate it. Today’s
employees also don’t want to be cogs. They seek knowledge and under-
standing about their worlds and want to put that information to good use.
Two-way evaluations often appeal to them.
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Several challenges face an employer willing to give upward appraisals
a shot. Should the employee/evaluators be anonymous? Anonymous ap-
praisals are more likely to result in honest feedback. And how should the
appraisal be designed so it doesn’t just sink into a popularity contest? The
employee also needs to really know his or her supervisor’s work firsthand—
no long distance speculation.

While research has shown that supervisors did improve performance
as a result of anonymous upward appraisals, it not surprisingly also shows
that supervisors who receive upward appraisals view feedback more posi-
tively than when the feedback is not anonymous. Conversely, employees
view the process more positively when it is anonymous.64 Managers who
received the appraisal and subsequent coaching are frequently the biggest
supporters of the upward appraisal process.

This process requires employees to evaluate their supervisors on a set
of preestablished criteria, often having to do with supervisory style and
effectiveness. Any employer who wants to implement upward appraisals
must be sure that evaluation criteria are unmistakably clear. It’s best to
pilot the process before there’s an official launch.

Sample Upward Appraisal65

For each of the following statements, rate your supervisor on a scale
of 1 to 5.

1 = Never does this.

2 = Does this sometimes.

3 = Does this about half the time.

4 = Does this most of the time.

5 = Always does this.

_______ 1. Really listens to me.

_______ 2. Delegates new assignments and the authority to over-
see them.

_______ 3. Thoroughly explains projects.

_______ 4. Cares about my growth and development.

_______ 5. Encourages me to take risks.

_______ 6. Respects me.
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_______ 7. Gives me credit on projects I’ve contributed to.

_______ 8. Creates a positive work setting.

_______ 9. Knows his/her job.

_______ 10. Supports my actions and decisions.

_______ 11. Asks for my input.

_______ 12. Treats all employees fairly.

_______ 13. Gives specific, timely feedback on an ongoing basis.

_______ 14. Motivates me.

_______ 15. Enforces policies equitably.

_______ 16. Is able to explain organization’s goals.

_______ 17. Helps me write good, challenging objectives.

_______ 18. Keeps me informed of pertinent company information.

_______ 19. Is consistent.

_______ 20. Appreciates my efforts.

360-Degree Feedback

360-degree Feedback is an evaluation and feedback approach that
comes from all directions—above, below, and on all sides. Typically
one employee is evaluated by the supervisor(s), peers, subordinates,
customers, and possibly others. Also called Multi-Rater Feedback, this
appraisal is the most comprehensive and costly. It also provides the
broadest range of employee performance feedback. It tends to consoli-
date peer evaluations, upward appraisals, and self-reviews. But because
feedback comes from all directions, there is risk of rater bias and vary-
ing focus. A manager, for example, may focus on results. Peers may
focus on leadership potential or collegiality. Direct reports may look at
whether they are included in decision-making.

Coworker bias can also contaminate results. Insight-mag.com, the
online magazine of the Illinois CPA Society, identified three steps for lim-
iting the effect of coworker bias. These include ensuring the rater’s ano-
nymity for more accurate feedback, holding the reviewee accountable by
focusing on specifics of behavior, and fostering a climate in which perfor-
mance is a serious matter, including an appeal mechanism.66

10 Stress Chapter 10.p65 6/12/2003, 4:17 PM174



Appraisals@21st Century

175

Given the considerable cost and time, 360-degree appraisals can hurt
more than they help, especially when performance measures stray from
business objectives. They need to be administered for the right reasons.
Jeff Seretan, HR head of a San Francisco global investing firm, wrote that
360-degree appraisals should not be implemented “unless you can show
that they are solving a problem or adding value.” He uses the process to
give senior executives feedback on their management style.67

Again, it is important to be completely clear about expectations.
Everyone participating should be knowledgeable about the process and
trained in assessing behavior and performance without bias. Document-
ing is important. And decisions about how the information is to be used—
for development purposes, to justify a raise or bonus, etc.—must be
made early on—before the appraisal occurs. How the employee receives
the feedback is another important training topic.

360-degree Appraisals67

Implement 360-degree feedback for the right reasons:

� Assess the cost of the program.

� Focus on business goals and strategy.

� Do not rely solely on 360-degree feedback.

� Get support at all levels of the organization.

� Train people in giving and receiving feedback.

� Create an “action plan” for each employee based on
the feedback.

Automated Appraisals

The amount of time required to develop appraisals is an almost uni-
versal criticism. Already overloaded with paperwork, managers and em-
ployees are not looking for more. The time-consuming nature of good
appraisals is one reason why it’s so popular to just get through them...fast.

Jenni Lehman, research director of Gartner Group, wrote that “filling
out forms, routing, and tracking is a nightmare” and that online appraisals
can help. She recommends that, in choosing a performance appraisal pack-
age, companies know their goals, desired product features, and results.
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“Companies have to be careful,” Lehman cautioned, “because there’s a
real difference between having a robust application to help you manage
and improve your performance reviews, and a Web-based process that
just automates the process.”68

A government agency has also automated the appraisal process. With
the aim of reducing employee perceptions of inequity and favoritism, seven
standards and evaluation criteria were developed. The same standards apply
to everyone. Additional standards were developed for managers, supervi-
sors, and team leaders. To help supervisors assess employees’ progress in
meeting goals and training, job descriptions and training history were linked
to the appraisal. Pop-up screens were added to ensure that essential infor-
mation would be included in mid-year evaluations. Both managers and
employees responded enthusiastically to the automated approach, and there
were improvements in timeliness and number of completed appraisals.

Just automating a poor appraisal tool will not boost timeliness or ease
the process. It’s still crucial to have clearly defined goals, performance stan-
dards that are understood and tied to the business plan, and action plans
for dealing with any performance shortfalls. But once these elements are
firmly in place, automating can make the process easier. A well-developed
system can promote attention to training, performance gaps, and the need
for course corrections. Training is a must if the system is to be fully utilized.

People With Special Challenges

Perception is probably the biggest workplace factor facing employees
with particular challenges.

In a 1998 study, researchers asked:

1. How negative stereotypes would affect performance, evalua-
tions and expectations, and whether team members would
choose to have a person with a disability on their team; and

2. Whether the negative bias would be greater in performance
evaluation, expectations and choice of team member if potential
rewards were dependent on everyone’s input.

In response to the first question, they found that disability had no ef-
fect on performance evaluations. Evaluators accurately assessed perfor-
mance ratings and expectations. In response to the second question, they
did find some negative stereotypes, most likely because respondents be-
lieved there might be unfavorable consequences for other team members.69
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These findings have implications for the manager of a person with a
disability. Although the researchers provide many caveats, it is clear that,
just as with all perceptions, the view of how the employee is going to affect
a situation when other self-interests are in play is a factor. This perception
may have an impact on expectations for future performance. These, in turn,
might have implications for the quality of coaching and performance cor-
rection interventions.

Education is a significant part of the performance appraisal. It should
focus on abilities and the contributions that every employee has to offer.
Too often stereotypes drive assumptions about how much an employee
can accomplish, how much an employee can improve performance, and
whether the employee can be a valuable member of a team. Acting to elimi-
nate or minimize the impact of these stereotypes is the most responsible
approach to take.

Aging Workforce Is “Booming”

“Boomers want to problem solve. Ask Nancy Boomer how she would
handle XYZ if it arose in her workday.”70 Given that baby boomers are
hitting their 50s, often with gaping holes in retirement savings, the
workforce will benefit from millions of problem solvers in the decade to
come. Perhaps even longer. Indications are that large numbers of boomers
aren’t necessarily planning to retire at age 65. In Human Resource Man-
agement, John M. Ivancevich wrote that boomers seek “assignments that
allow them to learn and receive recognition for good work. Treat boomers
as equals, and take authority-like commands out of the conversation.”71

Raised with Vietnam, Watergate, television and assassinations,
boomers tend not to be as trusting as the previous generation, but theirs
is a generation that will continue to be vital, energetic, and involved.
Boomers can thrive on step-by-step progress and clear sequences to suc-
cess. Partner with boomers in developing performance appraisals, jointly
structure a blueprint for the next evaluation cycle, build in victories along
the way, and toss challenges right back for their recommendations.

The benefits to be reaped are considerable. As previously noted, in
1990 workers aged 55 or older comprised 11.9 percent of employees in
private industry. In 2000, the number rose to 12.9 percent. The estimate
by 2010 is 16.9 percent.72
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Gen Xers

“Over the years, Generation X workers have gotten a bad rap for
being self-absorbed, disloyal, and unwilling to pay their dues. This stereo-
type has led managers to take a very short-term approach to developing
their career paths. But a study commissioned by Deloitte & Touche LLP
and The Corporate State found that Gen Xers want a work environment
that is ‘stable’ and ‘clearly structured.’”73

Margaret Lack, principal and co-founder of The Millennium Group
International, LLC in Virginia, wrote that “The key to Gen X appraisals
is simple: Remember who the audience is!” According to Lack, Gen Xers
place a high priority on self-reliance, independence, and work/life bal-
ance. They are goal-oriented and achievement focused, meaning that su-
pervisors would be wise to develop a self-directed work environment,
engaging the employee in targeting priorities and goals.

Because of this achievement orientation, it is important that Gen Xers
see results, feel challenged, and learn new, marketable skills. As a rule,
Gen Xers will want coaching. The ongoing nature of performance man-
agement will be appealing. Gen Xers tend to be flexible, technologically
savvy and out-of-the-box thinkers. Lack advised customizing the appraisal
process, with collaborative goal-setting to address self-management and
achievement needs. Goals can be developed with continuing milestones so
that results can be experienced early and often. “Stretch goals” can be tai-
lored for particular challenges—this is a generation that was raised on
games. Coaching, mentoring, and frequent, fast feedback will, according
to Lack, provide value-added.

Managing Gen Xers74

Adapted from Mary Ellen Rodgers, National Director for the Ad-
vancement of Women, Deloitte & Touche:

� Make Xers feel valuable.

� Help Xers develop various career paths.

� Allow Xers to be entrepreneurs within the organization.

� Communicate about fit with organizational vision and goals.

� Encourage mentoring.
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Here Comes Generation Y

Generation Y is “up for any challenge (‘bring it on’ may well be the
motto), and they have an astonishing amount of expertise in technology….They
work well in team environments,” wrote Joanne Sujansky in Workforce
Magazine. Generation Y will number 80 million, and their considerable
volume makes retaining them a top HR priority.75

Sujansky wrote that members of Generation Y “live to be trained”
and want to be asked “their ideas and contributions.” They should be
given “opportunities to move up... They want to know how their work fits
into a company’s big picture.” [Employers] should make sure that correc-
tive feedback is balanced with praise. “Catch them doing something right,
and reward them when you do…[they] absolutely thrive on recognition.”76

Generation Y will look for work assignments that are a cut apart, not just
standard fare.

Eric Chester, an active speaker on “Generation Why,” observed that
Generation Y is “better educated, more creative and far more techno-
savvy than those who have come before them. Employers can expect them
to refuse to blindly conform to traditional standards and time-honored
institutions.”77

Welcoming Generation Y

� Communicate the big picture.

� Motivate team-building.

� Create cool work assignments.

� Invite ideas.

� Balance correction with praise.
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11The Case for Ditching
Appraisals

By Michael Strand

Here is Edward Bear, coming downstairs now, bump,

bump, bump, on the back of his head... It is, as far

as he knows, the only way of coming downstairs, but

sometimes he feels that there really is another way, if

only he could stop bumping for a moment and think

of it. And then he feels that perhaps there isn’t.

—A. A. Milne, author of the internationally
best selling “Pooh” series,

dramatist, novelist, and humorist

When something doesn’t work, we usually want to fix it. Performance
appraisals are an excellent example. For many organizations and HR pro-
fessionals, fixing appraisals has become an enduring crusade. The hope is
that somewhere out there exists the right model or formula to make per-
formance appraisals work.

As Peter Scholtes put it: “If something is demonstrably the wrong thing
to do ... you don’t necessarily need an alternative in order to cease doing it.
In order to stop beating your head against the wall, you don’t need some-
thing else to beat your head against.”1
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Performance appraisals presume a fair and consistent process for
evaluating and documenting worker performance. But in practice, do they
measure up? Are appraisals a help or a hindrance? Do they facilitate
employee motivation, or just create obstacles? Can the many concerns
that exist be adequately fixed? Should the process itself be scraped? If so,
what are better alternatives?

Because the process is human, it’s also imperfect. The process is about
perception—a supervisor’s perception of an employee’s performance and
the employee’s perception of the accuracy and fairness of the process.
Folded into this process are three significant variables:

1. Supervisor’s feelings, understanding, knowledge, and
observations of an employee’s performance.

2. Working conditions under which employees must perform,
including priorities, concurrent activities, autonomy,
creativity, resources, perhaps luck.

3. Employee perception of procedural and distributive justice—
is the process (procedural) and the outcome (distributive)
fair?2

Many factors contribute to this perceptual overlay:

Performance Scores/Errors

The performance appraisal process generally results in an overall rat-
ing or score. But there are multiple opportunities to err that can under-
mine this score. Unless the appraisal criteria are somewhat simplistic, such
as a “go/no-go” approach to management by objectives, a narrative is needed
to justify the performance assessment or score. But too often this narrative
does not result in a consistent quantitative translation. If, for example, a
supervisor’s appraisal narrative were to be shared with perhaps a half-dozen
HR professionals, the outcome is likely to result in different scores. Is it a
3.1, 3.3, or only a 2.7 level of performance? Supporting documentation
may clearly differentiate a level 5 performance from a level 2, but a more
definitive graduation for grading more tightly is usually not available and,
if so, hardly consistent.

Although meant to be a fair representative of an employee’s overall
performance, susceptibility to one or several human errors puts the out-
come of the entire appraisal process at risk. In fact, one of the major sources
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of errors is mistakes made by the rater.3 As described in Chapter 6, there
are at least 16 rating errors. Most well-intended supervisors probably don’t
know they are even making errors. Whether positive or negative, supervi-
sors can also be perceiving performance rating as a means to justify prior
interaction with employees instead of being a more objective reflection of
performance over an entire rating cycle.

Lake Wobegon Syndrome

Just as in Garrison Keillor’s fictional Lake Wobegon, where all chil-
dren are deemed to be above average, some supervisors perceive goodness
in every cubicle. This tendency to subjectively give employees high perfor-
mance ratings is another form of rating error. Since favorable appraisals
often lead to pay increases, and there is generally a limited pool of funds
available for this purpose, organizations may impose a structure to limit
the number of high ratings a supervisor may award. One example is a forced
distribution (10 percent at outstanding; 40 percent at above average, etc.)
that limits high ratings. Another is a zero sum game with a target perfor-
mance increase of perhaps four percent. Every five percent increase must
be balanced by a three percent increase. Such force-fit systems hinder a
supervisor’s understandable desire to reward loyal workers.

A related problem is that workers often believe they merit high ratings.
In one study, 98 percent of workers believed they were above average com-
pared to their coworkers. Another study revealed that 80 percent of workers
thought they were in the top quarter. A broad study of workers across a
variety of jobs showed that almost 60 percent objected to any rating that
was less then the highest possible score.4 Thus a lower than expected rating
can be destructive to an employee’s self esteem. 

If a performance appraisal system were truly unbiased, accurate in
measuring performance and statistically correct, 50 percent of employ-
ees would learn they are below average. Will this help them? Will this
improve anything? Some who are classified as below average may resign
themselves to their fate. Others will see such a classification as clear evi-
dence that managers are hopelessly incompetent. [But perhaps the be-
low average person will be motivated to improve performance in the next
year.] Maybe they will be lucky, appear to do better, and be ranked above
average, in which case their below average slot will open up and some-
one else will fill it.5
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Changing Workplaces

New roles for supervisors and changing workplace circumstances can
make it even more difficult for supervisors to observe and accurately as-
sess worker performance. Yet we continue to expect a great deal from su-
pervisors, holding them responsible for administering an overloaded
appraisal process that rolls together ratings, feedback, improvement goals,
development, training plans, pay-raise decisions and the triggering of dis-
ciplinary measures.6

In the past, supervisors tended to have fewer direct reports, subordi-
nates were at the same work location, and the supervisor’s primary respon-
sibility was to supervise. Supervisors also tended to rise through the ranks,
giving them the knowledge and experience to understand what their sub-
ordinates did and what it took to accomplish it. For budgetary and produc-
tive reasons, there has been a trend to reduce management layers. The
result is often an increased burden on the first line supervisor. Consequently,
the supervisor has responsibility over more people, employees may be su-
pervised from afar (telecommuting or remote work locations), the super-
visor may have little or no experience or expertise in the subordinate’s work,
and the primary role is often not one of supervision but as the emerging
“working” supervisor responsible for piles of administrative and related
details.

Angst Level

Like disciplinary action and involuntary termination, the anticipation
and preparation of a performance appraisal produces an emotional an-
guish or “angst-level.” Performance appraisal causes negative emotional
states such as worry, depression, stress, and anguish on the part of those
giving as well as those receiving appraisals.7 Writing the narrative can be
an onerous chore. How can it be instructive without being too critical?
Should there be as many compliments as criticisms? And what if the em-
ployee disagrees with an observation or conclusion?

As a technique to minimize surprises, the appraised employee is often
asked to first complete a self-appraisal identifying accomplishments and
problems of the past year. This puts the worker in the awkward position of
deciding how boastful or critical to be, and how much is in his or her best
interest to reveal.
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The Communication: Complete and return this document
and then we will review your self-assessment along with my
evaluation of your performance at the performance ap-
praisal session next week.

The Message: Tell me what you are thinking and then I tell
you what your performance accomplishments and failures
really are.

Often an employee’s primary goal is to just get through the process
while maintaining one’s dignity. For the more enterprising employee, he or
she strives to maximize the carrots and minimize the stick and, occasion-
ally, at the expense of other employees, use the old blame game method of
deflecting criticism.

“[The performance appraisal system] devours staggering amounts of
time and energy; it depresses and demotivates people; it destroys trust and
teamwork and, adding insult to injury, it delivers little demonstrable value
at great cost.”8

Timing...It Never Seems Right

Organizations have to determine how frequently to conduct performance
reviews. Should the review be distributed throughout the year, such as on
the employee’s anniversary date? Or should it be concentrated to a few weeks
each year when everyone throughout the organization is reviewed?

The anniversary date approach spreads the angst, in lower doses,
throughout the year. It also allows for chronic tardiness in completing the
appraisal. This necessitates retroactive pay adjustments for performance
systems linked to pay-for-performance.

As an organization-wide activity requiring everyone’s attention, the
annual review facilitates timely completion of reviews. It is argued that this
concentrated method yields more accurate performance comparisons be-
cause all reviews are done at approximately the same time. However, the
organization may be so preoccupied during the weeks of performance re-
view that other mission-critical activities receive less timely attention. An
annual review also gives supervisors an excuse not to provide timely feed-
back. Too often the supervisor will put off communicating a criticism until
review time, either to delay an undesirable chore or to accumulate topics
for the yearly appraisal session. Eliminating the appraisal takes away the
excuse to procrastinate.
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The Tail Wagging the Dog

Proponents of performance appraisals cite the legal necessities of docu-
menting performance. They underscore the critical need to safeguard
against lawsuits, determine whom to discipline, and decide which employ-
ees to include in a reduction-in-force. They argue that the performance
appraisal can provide the documentation necessary to adequately address
such serious situations. However, because of problems with distorted ratings
cited above and in Chapter 6, the performance appraisal itself may be in-
complete or erroneous and, as a result, be contested. As detailed in Chap-
ter 9, it may even prove to be harmful evidence. Secondly, maintaining an
appraisal process for all workers in order to address the potential prob-
lems of just a few does not make much sense. Poor performers probably
constitute less than 10 percent of the work force, so why incur the expense
of keeping book on the entire work force?9

The Communication: Signing this evaluation does not nec-
essarily mean you agree with it. You may provide any rel-
evant comments in the space below. If you fail to sign this
evaluation, your supervisor may call in a witness to confirm
you have received it.”

The Message: We want to prove you received this docu-
ment, and we will lock it in our files in case we have to use
it against you later.

Why Do We Keep Doing Them?

Appraisals persist as management tools for several reasons. They feed
us the illusion that we are tangibly taking action to institute control, focus
energies, measure performance, and bring about accountability in accom-
plishing desired results. Appraisal gives us documentation of people being
encouraged to improve. This feels good because, by holding conversations
about improvement and filling out forms, we believe we are making people
accountable and getting improvement. This alluring but false impression
has enabled appraisals to survive despite alternative attempts to apply new
philosophical approaches to the management of workers.10

Top management wants performance appraisals to be imposed through-
out the organization because it demonstrates that there is some direction
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and control over employee performance. Because top management is
physically removed from real work and real workers, the only forms of
motivation and control they have to offer anyone are externally imposed
motivation and control, namely performance appraisals.11

Furthermore, management believes that appraisals offer a perceived
linear way to control performance. Because there often is a fundamental
distrust of workers, management needs some objectives to ensure that work
is being done. They have an implicit notion that they must try to fit people
into their system, department, or company.12

The old system of offering carrots and brandishing sticks lends it-
self to a managerial “formula” that requires little knowledge of human
behavior and less challenge than time-consuming employee one-on-one
communication, interactive discussion of system improvements, and
basic understanding of motivation and employee recognition. While many
organizations are reaching out and stretching hard to foster the best
possible climate for their employees, including assessing and reassess-
ing how performance appraisals are conducted, many others stay stuck
in conducting business as usual. In many of these organizations, perfor-
mance appraisals also stay stuck, as perfunctory exercises that serve
minimal value or, in fact, undercut their good intent.

No Appraisals or Merit Pay

Glenroy, Inc., with 100-plus employees, concluded in the 80s that
its performance ratings were “subjective,” and employee feedback
was an “illusion.” Glenroy, which produces flexible packing
material in Wisconsin, totally ditched its performance appraisal
system. Since without an appraisal system, Glenroy had no
“formalized feedback process,” feedback activity reverted to a
day-to-day process. Merit pay was eliminated because it was “an
obstacle to getting people to cooperate and collaborate.” Pay
increase became directly tied to the market. “After more than a
decade without appraisals and merit pay, the company and its
workforce seem quite pleased.”13
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Better Options

Feedback Without Judgment

One key is to establish feedback without judgment. “Judgment is the
explicit or implicit attribution that the other person is right, wrong, good or
bad.”14 Traditional performance appraisal is about judgment—a supervisor’s
judgment of the successes and failures of a worker. Judgment is typically a
one-way initiation that is often interpreted by the receiver as an act of con-
trol over the person being evaluated rather than a welcome suggestion of
behavior improvement. There is a presumption that the “problem” is with
the person being evaluated, not with the system that may be the root cause
of the poor performance. In contrast to judgment, feedback’s purpose is to
improve the system. Feedback must be in the form of data. W. Edwards
Deming observed that performance appraisals became popular because it
was easier for supervisors to rate workers than discover the cause(s) of the
“problem.” Deming encourages supervisors to conduct a long interview
with each worker “at least once a year, not for criticism, but for help and
better understanding on the part of everybody.”15

“The semi-annual or annual appraisal is not a particularly effective
stimulus to learning. It provides ‘feedback’ about behavior at a time re-
mote from the behavior itself. People do learn and can change as a result
of feedback. But the most effective feedback occurs immediately after the
behavior.”16 Behavioral feedback (negative and positive) should occur as
soon as a supervisor is aware of it.

The Annual Sit-down

With 16,000 employees, Wheaton Franciscan Services in Illinois
abolished performance appraisals in the early 1990s and embarked
on a campaign of developing solid communications skills for all
leaders. At one annual “sit-down” conversation, the supervisor and
employee “looked together at the work and their working
relationship. A simple form provides a context for the conversation,
focusing on objectives, changing roles, long-term aspirations, a
personal learning plan, and eliminating barriers.” Since the
completed form, initially a part of each employee’s personnel file,
“perpetuated the stigma of the formal appraisal process,” Wheaton
made the form optional in 1998. The less formalized approach made
employees more comfortable with the process.17

11 Stress Chapter 11.p65 6/12/2003, 4:18 PM188



The Case for Ditching Appraisals

189

Feedback vs. Judgment

� Are there data involved in the exchange, or merely judgment?

� Is the review from one part of the system to another part of the
system? Or is it from a boss to a subordinate?

� Is it directly related to improvement of the process, or is it re-
lated to the accountability of the individuals or groups?”18

Feedback should address the system through effective communi-
cation and the input of people within the system:

� Think systems, not individual employee performance.
Get everyone to think about the work processes, how
they interrelate, and outcomes that best serve the
customer.

� Promote systems thinking. Get everyone to focus on the
customer and the interrelated activities and events that
serve customers well.

� Strive to control the systems. Get everyone to control
and improve the systems, instead of systems controlling
the workforce.

� Strive to create and maintain outstanding systems.
Create high expectations for outstanding systems,
achieving “excellent results, with the ordinary efforts of
average people.”19

Shift Responsibility From Supervisor to Employee
We need to rethink and reengineer the employee’s role in the system.

The goal is to shift (or at least share) responsibility and authority so that
the employee is vested in his or her own professional development. This
stimulates a more meaningful and accepting feedback process.

The General Motors Powertrain division (26,000 employees) created
a new feedback process where the worker would “choose feedback givers
from a group that included supervisors, coworkers, and subordinates.”
Forms were completed by the selected feedback group and summarized by
the employee’s immediate supervisor; no ratings, no scores, just narrative.
Employees liked the idea of getting feedback from peers and subordinates.
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And it shifted responsibility to the employee to decide when the feedback
would take place and from whom it would come.20

“Lasting change will come only when employees take on a new view of
themselves, accepting that they are adults responsible for their own growth,
development, and self-worth. The ultimate goal is to help people attain an
authentic and energized commitment to the organization and its goal of
efficiently providing quality service and products.”21

Appraisals Out/Sales Up

Since 1991, Gallery Furniture Company in Houston, Texas, has
achieved a four-fold increase in sales. That’s the year it stopped
paying commissions to sales staff and completely dropped
performance appraisal and merit increases for all 200 employees.
Instead, according to Gallery’s VP, employees are “appraised every
day as they need it. We talk to people and listen to them. We help
them if they need it, but mostly we try to make work fun.” At Gallery
Furniture, management believes that performance appraisals just
get in the way of communication.22

Meet Higher-Level Worker Needs
We need to develop workplace methodologies and conditions (employee

feedback, involvement, development, and job structure) that focus on the
higher-level needs identified by Abraham Maslow. These needs, in ascend-
ing order, identify unfulfilled worker needs in most organizations.

� Social needs: the need for meaningful relationships with others,
for recognition by supervisors, peers, and subordinates, and
by holding a respected position in the group.

� Esteem needs: the need for feeling good about oneself, for self-
respect and self-confidence, and a sense of achievement and
competence.

� Self-actualization needs: the need to fulfill one’s potential, for
continued self-development, for intellectual challenge and
achievement.
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Because it is often difficult for organizations to develop mechanisms
to address these needs, they are seldom satisfied and go unfulfilled, leav-
ing a huge void in the needs of workers. But some companies seize the
opportunity to meet these needs. Entre Computer Systems designs and
implements information system networks in Lansing, Michigan. In the
early 1990s, it eliminated performance appraisal and pay-for-performance
plans. The company reserves an amount equal to 10 percent of each of its
60 employees’ salaries for training and development. On a voluntary ba-
sis, workers meet with their supervisors each year to discuss development
and how those training dollars will be used. Through this commitment to
employee development, Entre is devoting resources to meet the higher-
level needs of its workers.23

What About Pay?

People should get paid approximately what they would get paid
for doing the same work elsewhere.24 To learn about market rates,
methodologies for major compensation initiatives can follow these
guidelines:

1. Identify methods to regularly determine the market rate of each
position.

2. Determine compensation relative to the market rate (median,
10 percent above median, 75th percentile, etc.).

3. Adjust individual pay when it is significantly below the market
rate, or not reflective of employee’s experience.25

Get Rid of Rewards Except When...
There is evidence that, under certain circumstances, pay incentives do

motivate improved performance. But just in the short run. Soon the effect
of the incentive wears off and employee performance returns to the old
“unmotivated” ways. Money can motivate when work is of little impor-
tance and dollars are an effective replacement of value, and when work is
quantity driven and a good job consists of producing more of something or
completing it faster.26

In some situations, the traditional performance appraisal may also be
appropriate. Typically, these are temporary or one-time circumstances, such
as the following:
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� Probation. New employees go through a probationary period
to determine if there is a good match between the worker and
the position. Throughout and upon completion of the proba-
tionary period, a performance assessment checklist can be help-
ful in identifying competencies and justifying a change from
probationary to regular status.

� Unacceptable Performance. Workers whose performance has
become substandard and who have not responded favorably to
counseling, may be placed in a probationary disciplinary status.
Written performance expectations and performance standards
may be helpful in defining specific objectives to be achieved to
continue in the position.

� At Employee’s Request. Workers may prefer an appraisal, either
as a way of comparison to previous activities or as documenta-
tion to support job accomplishment claims to a prospective
employer.

According to Alfie Kohn, “not a single controlled study has ever found
that the use of rewards produces a long-term improvement in the quality
of the work. In fact, experimental simulations continue to suggest that the
opposite is true. Psychologists have discovered, for example, that supervi-
sors tended to provide less informational feedback to employees and were
‘more controlling in their style of supervision when their job included ad-
ministering rewards.’”27

Research has demonstrated that rewards can actually have a detrimen-
tal effect on productivity, constrain quality, stifle creativity, and under-
mine intrinsic motivation. Kohn cites scores of studies that substantiate
these conclusions in his book, Punished by Rewards: The Trouble with

Gold Stars, Incentive Plans, A’s, Praise, and Other Bribes.

The Communication: “Do this and you’ll get that.”

The Message: The task is not of value in and of itself be-
cause I must give you something in exchange for doing it.

A Lesson in Trust

In the mid-1980s, the Milwaukee-based Falk Corporation, in the con-
text of evaluating its policies and practices, decided to determine what por-
tion of its employees were trustworthy and what portion were
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untrustworthy. After developing criteria for both categories, the manag-
ers assessed each employee. The result: at least 95 percent of its employ-
ees were considered trustworthy. Perhaps five percent of the workforce
was considered untrustworthy. Organizational leaders concluded that their
policies, practices, and procedures were written for the five percent that
were considered untrustworthy. Among other changes, its 175-word be-
reavement leave policy was reduced to the following: “If you require time
off due to a death of a friend or family member, make arrangements with
your supervisor.” The offshoot: under the new policy, the total number of
days used for bereavement leave was just 47 percent of the days used
under the old policy.28

Topping the Satisfaction List

The 500-person police department in Madison, Wisconsin stopped
doing traditional appraisals for most personnel in 1989-90, replacing
them with a system of individual goal-setting, leadership-setting,
and employee involvement. The approach even extends to officers
choosing the sergeants they want to work with, sergeants choosing
lieutenants, and so on. A U.S. Department of Justice study of 12
metropolitan police departments found Madison police to be the
highest in satisfaction level among citizens, regardless of racial
community. Each year, the department receives more than 1,000
applications for its two dozen openings. University of Wisconsin
Credit Union, also in Madison, replaced its appraisal system with
an array of elective, flexible coaching tools and formats. The result
has been improved employee satisfaction and a dramatic reduction
in turnover.29

“Time Better Spent”

The argument against doing traditional appraisals was persuasive
enough to capture the attention of Bruce Mallory, vice president
of a 200-person Eugene, Oregon credit union. Scrapping the firm’s
entire appraisal system, management opted to give individual
managers an annual financial pool. Bonuses and raises are awarded
as managers deem fair. Managers meet with their teams regularly
and document the discussions. Four years after implementing this
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approach, Mallory’s only regret is that he didn’t try it sooner.
“We figure that we’ve saved at least $350,000 in time spent alone.
It doesn’t mean that we’re spending any less time with people. But
it’s time better spent. It’s managing people differently, rather than
managing the paper flow.”30

Dare to Change the Landscape

To dump performance appraisals is a daring move. The corporate estab-
lishment is married to them, supervisors are hardened by them, and employees
are conditioned to having them. But “there is no valid research to demonstrate
that an organization is better off for having used performance evaluation.”31

“Appraisals continue because everyone else does it—it is part of the
landscape of management. And it fits our linear way of thinking. In West-
ern society, we have difficulty in looking at the circularity of things, indirect
causes, and unintended consequences—we look for the direct line. If there
is a problem, we tell the person he screwed up, instead of thinking of the
circular and contextual causes and the design of the system. Poor perfor-
mance issues are often about fit. Most performance problems are not about
people who are duds, but about people who are in the wrong job or with
the wrong company.”32

“To break away from appraisals, first, companies must have the guts
to break away from what everyone else is doing. Second, they must create
alternative ways to deal with performance and understand performance.
Foremost, they must focus on high-performance systems—the organiza-
tional culture, what the customer wants, goals, people having a voice, units
having information and autonomy, and feedback from actions and the re-
sults of work units and the company. These actions will help people be
more performance-oriented and help them care about performance and
high standards. These strategies will make appraisals unnecessary.”33

If organizations redirected just a portion of the time spent on “fixing”
hopelessly broken appraisal systems to meeting higher-level needs, they
would have much happier employees, committed to improving systems,
and producing higher quality products and services. If a practice appears
anti-productive, and organizations believe it’s not working, why not just
stop practicing it? It’s essential to be clear about needs—and alternatives
that will genuinely fill them.
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Index

A

Abandoner, 126

Abandonment, fear of, 19

Absolute standard, 60

Accomplishments, significant, 50-51

Accurate, being, 34

Active, being, 34

Active listening, 49-50, 115

Adaptability, 142

Add on, form, 44

Adjective rating scale, 60

Adverse action, 149-150

Age, 147

Alternatives,

listing/discovery of, 120

selection of, 120

Angst level, 184-185

Annual review, 185

Anonymous appraisals, 173

Anxiety provoking, 46

Appeals process, 111

Appraisal,

discussion, 115-132

form, 41

Appraisals,

adaptability, 142

adverse action, 149-150

automated, 175-176

communication, 161-163

compensation, 85-87

definition of, 14

documentation, 134

fear of, 17-19

ice breakers, 47-48

legal battles, 145-154

measurable standards, 134

monitoring/assessment, 164-165

multiple rater, 172

multiple supervisors, 172

pay for performance, 81-83

Performance Improvement

Plan, 133-144
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retaliation, 151-152

supervisors, 30

surprise, 131-132

team evaluations, 152

team performance, 170-171

teamwork, 157

training, 163-164

types of, 60-62

uncomfortable, 46

Appreciative, being, 35

Attentive, being, 35

Attribution bias, 108

Automated appraisals, 175-176

B
Baby boomers, 177

Balanced scorecards, 75-79

Behavioral feedback, 188

Behaviorally anchored rating

scales, 62

Bell curve, 105

Blocks, listening, 124-125

Box approach, 69

C
Category rating, 60

Challenges, people with special,

176-177

Change approach, 69

Checklist appraisal, 61

Closes, successful, 59

Communication, 161-163

during discussions, 48-49

Comparisons, negative, 124, 125

Compensation, 29-30, 85-87

Competency-based pay, 93

Confidentiality, 27, 59

Conflict resolution process, 111

Convictions, making operational,

160-161

Creative reinforcements, 97

Credential-based pay, 93

Critical incident appraisal, 62

Critical incidents effect, 106

Cultural drivers, 15-16

D
Direct monetary rewards, 85

Disability, 147, 151

Discriminatory pretext, 150

Discussions,

compensation, 29-30

productive, 48-50

Documentation, 134, 152

E
EEO compliance, 147

Embarrassment, fear of, 18

Emotional pain, fear of, 17-18

Employee feedback form, sample

of, 62-64

Employees,

hostile, 126-127

know your, 26-27

new supervisor, 129

surprise appraisal, 131-132

too-quiet, 127-128

Employees’ perspectives, 15

Entitlement philosophy, 86

Errors, 182-187

Essay appraisal, 62

Expectations, 116

Experiences, during discussions, 48

Expertise approach, 68
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Fabricator, 126

Favoritism, 147

Fears, 17-19, 117

Feedback, 59, 115, 123, 165, 188,

174-175

Financial rewards, discussion of, 14

Flextime, 167-168

Forced-choice appraisal, 61

Forced distribution, 183

G
Gainsharing, 94

Gen Xers, 178

Generation Y, 179

Global labels, 124

Goal-based systems, 102

Goal-directed performance

appraisals, 71-72

Goals, up-to-date, 29

Graphic scale appraisal, 60

Ground rules, 29

Group order ranking, 61

H
Halo effect, 103

true halo, 103

Harshness error, 104-105

Horns effect, 104

Hostile employee, 126-127

Human-assets approach, 68

I
Ice breakers, 47-48

Idea-giving behavior, 120

Inconsistent ratings, 150

Indirect monetary payments, 85

Individual ranking, 61

Intimacy, fear of, 18-19

J
Job description, 59, 67

review, 28

Job evaluation, 89

classification method, 89

ordering method, 89

point method, 89

job-sharing, 170

Judgment, fear of, 17, 125

Judgmental “you” messages, 124

K
Know,

your employee, 26-27

your supervisor, 26-27

Knowledge-based pay, 93

L
Legal issues, 145-154

measurable criteria, 146

objective rating elements, 146

Leniency, positive/negative, 104-105

Listening, active, 49-50

Listening blocks, 124-125

advising, 125

being right, 125

comparing, 125

derailing, 125

dreaming, 125

identifying, 125

judging, 125

placating, 125

rehearsing, 125

sparring, 125
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Listening, during discussions, 48-49

Low motivation error, 107

M
Management by objectives, 60, 73-75

Management review, 108-109

Matrix management, 171-172

reporting, horizontal/vertical,

171-172

Measurement indicators, 56

Merit pay, 93

Messages,

clear and direct, 27

judgmental, 124

straight, 28

Monitoring/assessment, 164-165

Motivation, 43-44, 66

Multiple rater appraisals, 172

Multiple supervisors appraisals, 172

Multi-rater feedback, 174

N
Narratives, 62

National origin, 147

Natural drivers, 15-16

Needs,

esteem, 190

of higher-level workers, 190-191

self-actualization, 190

social, 190

Negative comparisons, 124

New supervisor, 129

O
Objectives, 67

targeting, 54-59

weighing, 57

writing, 54

Operational convictions, 160-161

Organizational principles, 68

P
Paired comparison, 61

Parent, 126

Past anchoring error, 107

Past, dragging up the, 124

Pay for performance, 81-83, 93-95

Pay,

competency-based pay, 93

credential-based pay, 93

knowledge-based pay, 93

linked to productivity, 81-83

skill-based pay, 92-93, 94

Perceptual difference error, 107

Performance appraisals, definition

of, 14

Performance-based philosophy, 86

Performance Improvement Plan,

133-144

sample form, 143-144

Performance measures, 67

Performance scores, 182-183

Personal bias error, 106-107

Pessimist, 126

Piece-rate pay, 94

Positive reinforcements, 97

Preparedness, 26

Prima facie, 148-149

Problem, agree there is a, 117

Prohibited discrimination, 150

Psychological satisfactions, 86

Psychological turnover, 157-158

Psychologist, 126

Punisher, 126
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Q
Quality, 56

Quantity, 56

Quick fixer, 126

R
Race, 147

Rambler, 125

Rater bias, 102-103

Rating errors, 101-113

attribution bias, 108

central tendency error, 105

clustered ratings error, 105

contrast effect, 106

critical incidents effect, 106

halo effect, 103

harshness error, 104-105

inconsistency, 150

leniency error, 104-105

low motivation error, 107

past anchoring error, 107

perceptual difference error, 107

personal bias error, 106-107

recency of events error, 105-106

scale shrinking, 105

sugar-coating error, 105

sunflower effect, 104

unrealistic objectives error,

107-108

varying standards error, 107

Recency of events error, 105-106

Rejection, fear of, 19

Relative standards, 61

Responsibility shifting, 189-190

Review, before the review, 30

S
Sampling error, 107

Scale shrinking, 105

Self-evaluations, perform, 30

Settled-in employees, 130-131

Shared feelings, during

discussions, 48

Sharing true feelings, fear of, 18

Skill-based pay, 92-93, 94

Solution, workable, 118-119

Stereotyping, 106-107

Strategy approach, 68

Subjective criteria, 146-147

Substandard performance, 51

Success, fear of, 17

Successful partnerships, qualities

of, 33

Sugar-coating error, 105

Sunflower effect, 104

Supervisor, know your, 26-27

Supervisor, “working,” 184

Supervisors’ perspectives, 14-15

Supervisory styles,

abandoner, 126

attacker, 125

dumper, 126,

fabricator, 126

hit and run, 126

imposer, 126

inconsiderate, 126

judge, 125

laggard, 126

parent, 126

pessimist, 126

psychologist, 126

punisher, 126

quick fixer, 126

rambler, 125

Surprise appraisal, 131-132
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T
Talking, during discussions, 48-4

Targeting objectives, 54-59

Team evaluations, 152

Team performance appraisals,

170-171

Teamwork, 157

Telecommuting, 169-170

Threats, 124

360-degree feedback, 174-175

Timing, 185

Too-quiet employee, 127-128

Track performance, 28-29

Training, 32, 109, 163-164

Tribes, 16

True halo, 103

Trust, 192-193

U
Unacceptable performance, 192

Uncertainty, 17

Uncomfortable, 46

Unknown, fear of the, 18

Unrealistic objectives error, 107-

108

Up-to-date goals, 29

Upward performance appraisal,

172-174

sample, 173-174

V
Values, 67-68

organizational principles, 68

organizational structure, 67

strategy, 67

vision, 67

Variable pay, 94

Varying standards error, 107

Vision, 65, 70

W
Warm-up, 46

Weighing objectives, 57

Wetware, 156

Work styles, 35-36

Workable solution, 118-119

“Working” supervisor, 184

Y
Year-round, track performance,

28-29
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