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overnight, especially if the boss in question leans
more toward the traditionalist mind-set. Meet leaders
where they are, build a plan, pace your progress, and
maintain your resolve. Find out what they really care
about and connect your case to that theme. You need
their elephant with you, but understand that most
leaders prefer to feel as though they're always
operating in the rider’s world. You may have to be
diplomatic and creative with your strategy to appeal

to both aspects of their decision-making tandem.

“We can’t trust our managers.”

Other than getting leaders on board, this is the
second-biggest concern I hear from people, and it’s a
legitimate one. Since we're considering implementing
a design that relies heavily on good, or preferably
great, managers, this problem often stops teams in
their tracks. It's not a simple issue, either. It's
cluttered with questions of structure, role definition,
and manager expectations. Many organizations suffer
from being overmanaged and under-led. This

happens because we often promote managers for

technical or functional expertise and not for their
people or managerial skills. We also have the
industrial age to thank for a legacy of too many layers
of oversight, and we're only just beginning to break
down those structures. Finally, most organizations
have historically underinvested in building great
leaders, especially in the lean years we've recently
experienced. In short, all these trends add up to
making the manager question a complicated and
messy one, and a valid source of concern.

If this worry resonates with you, I'd encourage you
to use it as motivation to address the bigger problem
(i.e., the fact that you don’t trust your managers).
Start by peeling your own onion to get at the root of
your manager concern. Do you have too many
managers or too many levels? Are they not the right
people? Are their goals out of alignment with what’s
valued by your organization as a whole? I'm not
saying that these issues can be fixed quickly or easily;
in fact, this may create a completely new agenda item
for you. But the fact that you don’t trust the capability
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of your managers has much more far-reaching
consequences than its impact on your performance
management solution. It’s something that you're
going to need to address, no matter what. And if you
succeed in building that capability in your managers?
Then you'll have a powerful team that will take you
anywhere you need to go.

Of course, no matter whom you have in place, you'll
need to invest in readying your managers for their
roles in your new solution. Throughout the story,
we've talked about bringing this group along. Like
your leaders, they’ll need some special attention,
especially if the roles they are playing are changing
substantially. There are ways in which they may need
to let go of some control, like handing the keys to your
employees to manage their own careers. Then there
are other roles they may need to get comfortable with
owning, like determining awards without a numerical
indicator. And often they’ll need to change their mode
of operating from telling to listening and helping.

These changes may not be comfortable. No problem—

you'll just need to guide them through the change,
help them build their capabilities, give them tools to
shore them up, and check in from time to time to see

how they are doing.

“It’s just so weird not to do it.”

One of the challenges we face as we try to leave
erformance reviews and ratings behind is our basic
sychology. We are raised in a world in which nearly
everything we do is rated or compared with others,
from our infancy right through our professional lives.
‘When we're babies, our development is ranked on a
ercentile basis with other babies. When we start
school, our performance is both graded and measured
by standardized tests. We're trained from an early age

to seek affirmation through those grades, and we

earn to accept the notion that our worth can be
assigned to us with a number or letter scored against
some standard.

It’s no surprise that the thought of getting rid of a
review system—of kicking that process of

standardized evaluation to the curb—is uncomfortable
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for us. We've lived our whole lives expecting those
periodic rankings (and perhaps even relying upon
them) to substantiate our own self-worth. That
doesn’t mean, however, that we actually need them or
that they are even good for us. But most of us figured
out a long time ago that neither our grades in college
nor our SAT scores had a damned thing to do with
measuring what kind of person we would become or
how likely we were to succeed. And, honestly, neither
do performance rating systems. Take it to the bank: a
good conversation with an employee about how he or
she can grow and succeed in your organization is

worth a hundred pointless review scores.

“How do we determine rewards without a
rating?”

Similarly, I'll bet that many people in your
organization will struggle with the reward equitably
side of your frame. It’s the sticky wicket in the triad,
especially given our history of pay models and our
standard approach to setting compensation. This

change will require your compensation team to shift

How Performance Management Is Killing Performance—and What to Do About It, Rethink, Redesign, Reboot —

their thinking, which can play out in a lot of different
ways. I've witnessed organizations in which the
compensation team saw a new performance
management solution as an invitation to rethink their
overall rewards strategy. But I've also seen
compensation teams dig in their heels and bring the
whole initiative to a screeching halt. The best way to
avoid the latter outcome is to engage the
compensation team early in the design process by
inviting them to become collaborators in your
solution.

You also need to deal with the fact that it’s
tempting to just put one number in a machine (or
spreadsheet) and have another number fall out the
other side. This gives us a pass on owning the
decision, and it gives us a deceptively black-and-white
view in an area that, in reality, can never be anything
but gray. It’s extremely important that we get people
comfortable with the idea that we need to bring
ourselves, our human discernment, and our unique

points of view into the reward decision process.
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‘What happens if you just don’t want to deal with
this area, and the comp team, at all? Well, I've seen
what can happen when an organization’s design
solution emphasizes the desire to drive
organizational performance and develop people but
leaves reward equitably out of the picture entirely.
It’s sort of like trying to ride a bike without the chain
on. You may be able to coast down a hill, but beyond
that it just doesn’t work. Rewarding equitably is an
integral part of a complete solution, and one your
people will expect to be included. Don’t leave it out of
the picture.

“Legal will have a fit!”

‘We know we need a paper trail to document behavior
and performance problems, and we think our annual
review cycle does that for us. Too often, though, it
doesn'’t. As I've pointed out, we tend to rate people
too leniently, and to downplay or completely gloss
over potentially awkward issues. This is one reason
why the reviews of underperformers and good
performers often read very much the same. The

problem is that if

a legal issue does arise, or we simply want to take
action in response to an employee’s behavior or
performance, we're caught in a bind between what we
really know about that employee’s history and a series
of reviews that don’t appear all that bad. This can lead
to a messy situation. It’s better to avoid this potential
pitfall by documenting issues as they arise. Then the
issues will be fresh and more accurately recorded—
giving you a more sound legal footing and a more

actionable position overall.

“Why change? Everyone else does it this
way!”

While the majority of organizations still use
traditional processes, the tide is turning. Today we're
seeing respected and forward-thinking organizations
trying to drive organizational performance, develop
people, and reward equitably in new ways. In fact,
these pioneers have received significant positive
exposure for their innovative programs. That
attention certainly doesn’t hurt their employer brand

(a measure of how positively prospective employees
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view you compared with your competitors). You have
a decision to make here: Are you ready to be out front,
or would you prefer to wait until your competition has
passed you by before you take action? Maybe you
have to wait because you feel you have bigger issues to
tackle. Or maybe you're simply going to procrastinate
until you're finally dragged kicking and screaming
into the new world of performance management at
some point in the future. But like it or not, the world
is changing, and our old accepted practices will
eventually crumble under the weight of the research
and the evolving expectations of our employees. Lead

or follow—the choice is yours.

Build Your Courage

Now that your solution is designed and it’s burning a
hole in your pocket, take a good hard look in the
mirror and strengthen your resolve. Why? Well, as

we've just shown, any alteration to traditional
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performance management is something that many
people in your organization, perhaps some of them
very high up, might resist like mad. No matter who
else you've got on your side, you're still going to have
to own this. You'll need to walk confidently into a
room and sell this new solution with everything
you've got. You'll need to be able to answer
objections, guide executives, and face opposition with
steely determination and unshakable confidence.

The good news is that you've got an energized team
behind you (assuming you've followed my advice from
the previous chapters, that is), a team that has helped
you assess, design, and plan your solution. Having
this core group at your back is a huge asset. But the
bad news is that they represent only a small
percentage of your organization, so you'll still have
your work cut out for you.

Frankly, it’s going to take guts to sell this change,
and I'm not going to pretend otherwise. Yet I firmly
agree with the old adage that most things in life that

are worth doing take courage. Even as adults, we're

hesitant to risk the figurative bumps and bruises that
can result from tackling tough challenges and sudden
change. This is where many leaders find themselves
foundering. Although they want to navigate a new
path, they keep hearing the siren song of the familiar
and the safe. Merriam-Webster defines courage as
“mental or moral strength to venture, persevere, and
withstand danger, fear, or difficulty.” Change is
difficult primarily because it’s scary, and it’s scary
because it stimulates our innate fear of the unknown.
The comfort of familiar habits and routines exerts a
strong pull on us. No matter how we brace ourselves
to change course and sail bravely on toward a new
horizon, there still may be a voice in the back of our
minds warning, “There be dragons! Turn back before

it’s too late!”

A leader takes people where they want to go.
A great leader takes people where they don't

necessarily want to go, but ought to be.

—ROSALYNN CARTER'®
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Ignore that voice. You're at this point in the process
because you're convinced beyond a doubt that there’s
a better way out there. You've done your research,
you've got the facts, and you know that your
organization desperately needs a new solution. Trust
your expertise. Trust your gut. Trust your preparation.
Trust your team. Remind yourself of the many valid
reasons why you started this journey in the first place.
The earth is not flat, there are no dragons, and the
course you've set is both right and necessary. Now sail

on.
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of resistance are fairly predictable in any change effort
and commonly include fear of loss, uncertainty,
surprise, change fatigue, fear of incompetence, and
fear of increased workload.® When you're assessing
change impacts and the nature of resistance you
might encounter, it is helpful to evaluate how stepping
away from Fatal Flaws and toward the Fundamental
Shifts will trigger reactions or influence behaviors
across your stakeholder groups. Here are a few
examples to jumpstart your own analysis of the

resistance you need to plan for:

« Fear of loss. The groups most commonly at risk
Expect Resistance for fear of loss resistance include your leaders,
managers, and potentially members of your HR
team. But what do they fear they’ll be losing? Most

often it’s a sense of power or control. Managers

You need to expect that your new ideas and approach will
encounter resistance. In fact, you should be shocked if they
don'’t. Resistance will show up in a variety of ways and for

a bunch of reasons. The roots may believe that to shift to an employee-powered
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You need to expect that your new ideas and approach process reduces their power within the
will encounter resistance. In fact, you should be organization. Leaders may feel that abandoning
shocked if they don’t. Resistance will show up in a ratings and forced distributions reduces their
variety of ways and for a bunch of reasons. The roots ability to control outcomes and people decisions.
of resistance are fairly predictable in any change effort HR members may think moving to a solution that
and commonly include fear of loss, uncertainty, varies across the organization by employee
surprise, change fatigue, fear of incompetence, and segments or groups creates chaos and reduces
fear of increased workload.® When you're assessing their ability to control consistency in the
change impacts and the nature of resistance you experience, quality, and outcomes.
might encounter, it is helpful to evaluate how stepping I recommend attacking this form of resistance
away from Fatal Flaws and toward the Fundamental head-on. Get it out in the open and talk it through
Shifts will trigger reactions or influence behaviors with those concerned. Bring others who can share
across your stakeholder groups. Here are a few their experiences and stories into the conversation
examples to jumpstart your own analysis of the to reduce anxiety and inspire more buy-in.

resistance you need to plan for:
« Uncertainty. This is a big resistance risk for

« Fear of loss. The groups most commonly at risk designs that stray dramatically from tradition.
for fear of loss resistance include your leaders, People who have spent the entirety of their careers
managers, and potentially members of your HR in top-down, manager-driven performance
team. But what do they fear they’ll be losing? Most processes are likely to be more skeptical than
often it’s a sense of power or control. Managers most about the ideas put forward in the
may believe that to shift to an employee-powered Fundamental Shifts. An uncertainty concern

155-156 /225 < >




image3.png
« Exit

How Performance Management Is Killing Performance—and What to Do About It, Rethink, Redesign, Reboot

frequently raised is, “Does this new model mean
we're throwing out accountability?” This concern
was at the heart of an experience I had just a few
weeks ago when giving a presentation to a team of
executive leaders for one of our clients. The CEO’s
only comment about the shifts and my examples
was, “We don’t want any of that touchy-feely
stuff.”

This prime example of resistance rearing its
ugly head stemmed from his uncertainty about
stepping away from what he knows and trying
ideas that he’s never seen in action. When you
encounter these doubting Thomases, I find it
helps to call on research, data, examples, and
stories to help people build confidence. Piloting
can also be used to a huge advantage—show them
how it will work in a contained environment

before you ask them to go all-in.

« Fear of incompetence. The apprehension that
comes with questioning one’s own ability to adapt

to change can drive some of the greatest

resistance. Even worse, it tends to show up in
passive ways, making it harder to recognize.
People are just plain scared of looking stupid, not
getting it, or failing in this new normal. This is
especially true when the pride we derive at work
from our knowledge and skill is on the line. When
shifting away from a generic performance
management model to something more organic
and holistic, you might find that HR business
partners who have invested a great deal of time in
designing, training others, and overseeing your old
process may doubt their ability to guide people
through your new process. Managers may feel
woefully unprepared to discuss careers or
unaccustomed to new levels of transparency and
openness. It’s worth identifying these risks early
on and designing targeted interventions to build

the confidence of those who feel exposed or at risk.

« Fear of increased workload. Employees and
managers alike may experience this form of

resistance. This perspective may be driven by the

Chapter 10: Making It Stick - Page 156
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thought of scrapping annual or semiannual
reviews in favor of ongoing conversations. It can
also be a by-product of managers realizing that
they need to take more accountability for
outcomes and that they can no longer rely on HR
recommendations, policies, or guidelines for easy
answers. The best way to mitigate this risk is to
keep your approach simple and easy to use and to
provide all those involved with the necessary
training to ensure that they can quickly become
effective at applying the new processes, tools, and
systems you've incorporated into your
configuration. Shortening the learning curve can
help win you early support and increase the speed

of adoption.

And the list goes on. The takeaway here is that all
of these responses are natural, and they represent the
spectrum of emotions that are felt (even if they aren’t
always expressed) when change occurs. Your job is to
predict them where you can, prepare to respond, be

empathetic when they arise, and invest the time and

energy in readying your team to embrace (or maybe
even love) your new program.

Of course, knowing why resistance is to be expected
doesn’t entitle you to write off legitimate feedback
when it’s offered. That is not what I'm advocating
here. After all, some resistance may come from folks
who see legitimate weaknesses in your new approach
and whose insight will ultimately produce a better
result. Those are the people you want to engage early
in the design process so that their voices can be heard.
In short, listen to the resistance. Try to identify the
underlying root of it: is it a passing concern about the
upcoming changes and how they will impact the
individual, or is it offered in the spirit of helping the
process? Some resistance may present valuable
feedback you should be internalizing, while other
resistance (probably the majority) is just going to be
something you have to work through with your
people, who, you'll recall, are not machines. As the
champion of the effort, you have to figure out how to

get everyone there eventually. You can do this only by
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being thoughtful about how you manage the change and
by coaxing both the rider and the elephant to make the

journey with you.

Defend against the Naysayers

One busy Friday, I met with a West Coast client in the

morning and then returned to my office to take a call

from one of my East Coast clients in the afternoon. In
the span of a few scant hours, both of my clients used
exactly the same phrase to describe their current
performance management programs: “Our
performance management program is fine.”

All weekend that phrase was stuck in my brain like
an annoying popcorn hull wedged between my teeth. I
pondered what those words meant to each of them
and what ugly truths might lurk beneath an innocuous
word like fine. I think that phrase spoke loudly to me
because I'd heard it so many times before.

So what do people mean when they tell me that

their performance program is fine? Perhaps it’s this:
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FEAR. | don't think we have the courage to take up the agenda
in my organization.

FATIGUE. We have been tweaking our process for years.
After years of debate, we finally agreed on rating scales. Why
change now?

IMAGINATION. We seem unable to imagine something
better—we don't love it, but what else could we do? It's better
10 stick with what we know.

INCONCEIVABLE. How can you assess performance without
ratings? It's inconceivable without a consistent rating process.

F
/
N

NOT MY PROBLEM. We've built the process and tool; it's not
our fault if our managers aren't good at talking to their people.

NEVER FLY. | have no idea how to sell this to our leadership.

E

EVERYONE ELSE DOES IT THIS WAY. We are simply not
going to be “bleeding edge” here.

In addition, the low expectations expressed in the phrase

“Our performance management is fine” are

indicative of how much we've lost sight of our people.
‘We seem perfectly happy to settle for “fine” on their
behalf. But if our intentions for investing in
performance management are to connect our teams
to our strategies and goals, to recognize outstanding
contributions, and to enhance the development of
each individual’s capabilities, how can we possibly
continue to tolerate “fine”?

When I have a debate with someone who is
defending the traditional performance management
approach or with someone who is fearful of making
changes to such a deeply rooted process (and trust
me, I have many such debates), I always hear the
same counterarguments. So much so, in fact, that it’s
worthwhile to prepare you to answer those same
objections in your own organization. See if you

recognize any of these common objections.

“My boss will never buy it.”
As I've discussed, it is wise to pay special attention to
“the boss.” Engage, educate, and bring him or her

with you. Of course, you can't expect this to happen
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