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MODERNIZING 
PERFORMANCE MANAGEMENT

LEARNING TO APPLY THE NEW RULES



Agenda

Measure & 

Track
• How will you 

measure and 

develop 

employees 

without annual 

reviews and 

ratings?

• Pay Decisions

ID Issues
• Proactively 

course-correct 

off-target 

performance

Design
• HR

• Employee

Reshape

Communications
• Conversation Types

• Manager as Coach

Define
• Performance

• What You 

Are Trying to 

Achieve
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#1

Define

Do not start a redesign before:

Defining performance and what 

you want to achieve
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#2 What Are You
Trying to Achieve?
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On-Target

G
ro

w
Work Results 
Job Responsibilities
Goals
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Employee Performance Continuum

Off-Target

On-Target

Observable Behaviors

Coach for 
Growth

Coach for Skills

Coach for Behavior

Coach Up or Out



#2 

Measure and Track

Do not drop measurement 

and tracking

Decide how you will support 

managers to measure and 

develop employees without 

annual reviews and ratings
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Min
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Performance Dimension

Salary Range Dimension
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.…..……..…….…….1-2%......................

.…..……..…….…….0% ......................
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1-2%

Work 
Results
Job
Responsibilities
 Goals
 Applied Skills

Observable
Behaviors
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#3 

Identify Issues

Proactively identify at-risk 

performers, work with 

managers to engage in 

conversations to course-correct 

and active potential
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Intervention Timing

No 
Change 

Pattern Persists

Apparent Pattern

Single Incident

Positive Reinforcing Feedback 

Level 3:  Formal Intervention

Level 2: Awareness Intervention

Level 1: Informal Intervention

Level 4: Disciplinary Intervention

Source:  Vanderbilt 

University Medical Center
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86% of Managers 

Are Unskilled at 

Conducting Formal 

Performance Reviews

94% of Managers 

Are Unskilled at Having 

Candid Performance 

Dialogue
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EXPLANATIONS & 

INTERVENTIONS FOR 

MISSED 

EXPECTATIONS



Recognize and 

Reinforce

Communicate Target Performance

Continue with 

Support

Agreement

*Performance

Now On-Target
*Not Making

Expected Progress

Making the 

Right Progress

Provide Support

Can’t or Won’t

Yes

Not Making

Expected Progress
Recognize and 

Reinforce

Is Performance

On-Target?

Make aDecision

Make a Decision

No
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#4 

Design for…

• HR

• Employee
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HR Centric Design

Employee 
Centric Documentation

Process

Employment 
Decisions

Compensation
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Employee Centric Design

Employee 
Centric

Employment 
Decisions

Compensation

Documentation

Process
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Employee
Experience

20

• Candidate Experience

• Website

• Phone Communications

• Interviewing

• Follow-Up

• Offer

• Onboarding

• Pre-Start

• Support

• Performance 
Management

• Conversation Quality 
& Frequency

• Manager Skills

• Organizational 
Positioning

• Energizing Process
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TYPICAL 

EMPLOYEE

EXPERIENCE

FORMS AND PROCESS 

FOCUSED ON THE PAST

CONVERSATION
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FOCUS

Forms and process with little 

time and attention going 

towards the conversation



FORMS AND 

PROCESS

CONVERSATIONS
focused on now 

and the future
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25

Your Performance, 

Potential, and Career



#5 

Reshape Manager 

and Employee 

Communications
• Conversation 

Types

• Manager as Coach



Performance 
Development

Just-in-Time
Check-Ins:

Tasks

Reviews/
Assessments

Conversation Types
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EXAMPLES OF 
EMPLOYEE 
CENTRIC NEEDS

How am I doing?

Is my manager aware of my accomplishments?

What am I doing well that I should continue with?  What 

positive impact are my contributions making?

Right now, what should I do now to be even more effective 

in my role?

How can I gain exposure to skills and experiences that will 

help me achieve my short and longer term career goals?

Communication with my manager:

Does my manager know what I appreciate about his/her 

support?

How can I let my manager know how he/she can support 

me more?
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BRANDING EXAMPLES



Performance 
Coaching 

Conversation 
Framework



Manager 
Asks

• What’s one thing you want to 
highlight  from this month that 
you accomplished [or one thing 
that has gone well]?

Manager 
Asks

• What’s one skill you’d like to 
work on, or one thing you’d like 
to get better at, learn about, or 
be involved in?

Employee 
Asks

• What’s one thing I’m doing well 
and should continue?

Employee 
Asks

• What’s the one thing I could do to 
make even more progress in my 
role [or what’s the next thing for 
me to focus on]?

Manager 
Asks

• What’s one thing I’m doing to 
support you that’s working well?

Manager 
Asks

• What’s one way I could work 
better with you or one thing I 
could do to support you more?



How is 
everything 
going?
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Great or Good.
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What did you 
think of my 
presentation?

It was really good.

I don’t

know

THE QUESTION
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What’s one 
thing that 
worked during 
the presentation?

I liked the part when you…

THE ONE-THING QUESTIONS
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Right now, 

what should I 

do now to be 

even more 

effective in my 

role?
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Key Points

Measure & 

Track

Measure and 

track twice per 

year

ID Issues

Don’t rely on 

annual 

performance 

reviews.  ID at-

risk staff and 

work with 

managers

Design

Employee 

Needs 

First

Reshape

Communications

Create a Consistent 

Conversation 

Framework 

Manager Training

Define

Performance 

is…

Eliminate 

busy-work 

Avoid “tool” 

distractions ©2019Employee Performance Solutions LLC  All Rights Reserved v4-19  www.EmployeePerformanceSolutions.com



Download Performance Management Tools at  
EmployeePerformanceSolutions.com (Resources Tab)

The Employee Performance Continuum 

Performance Conversation 
and Planning Map:

Pay Decisions Without Ratings
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