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Why Your Company Will Need to 
Rethink Performance Management

eGuide



Part 1: 
The Argument 
for Change
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About this Guide
Organizations are increasingly 
moving from traditional performance 
management systems (organized as 
an annual review process) to newer 
performance development systems 
(organized around real-time dynamics). 
Here, in Part 1, we describe why 
this shift is happening and why it’s 
happening now. As you’ll see, the 
premise is compelling. Then, in Part 
2, we will dig into just how to make 
it happen. For many companies, the 
rationale for the shift is clear. Where the 
challenge lies is in the implementation.
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The Argument for Change
Formal performance management systems have been 
around for more than a century. While processes and tools 
have evolved, the basic tenet of “rate and compensate” 
has remained constant. Over the past few years, however, 
new approaches that are more agile have been introduced 
with the goal of shifting the focus away from simple 
measurement to development and empowerment. And 
now, it seems we’ve reached a tipping point. Organization 
after organization has decided that the traditional annual 
review is no longer helpful and, in fact, that may even be 
detrimental to their employees. 

In his book Work Rules!, Laszlo Bock, SVP of People 
Operations at Google, sums it up best: “Performance 
management as practiced by most organizations 
has become a rule-based, bureaucratic process, 
existing as an end in itself rather than actually shaping 
performance. Employees hate it. Managers hate it. 
Even HR departments hate it.”  

So we know what we don’t like, 
but what do we want to come next? 



Under the traditional annual performance 
management process, managers and 
employees get hung up in a few high-
stakes conversations that involve often 
uncomfortable decisions that mix 
development and compensation in a 
constrained timeframe, and often without 
compelling data on the table. Ouch!

The key insight into the current approach 
is the frequency of discussion. If the 
conversation really only happens once 
a year, it almost cannot help but get 
bogged down into nervous examinations 
of the data at hand and tense discussions 
over next steps. 

In response, as organizations look 
forward, many seek to replace the 
“big hit” annual conversation with an 
ongoing stream of small ones. They seek 
an agile approach that that focuses on 
development, provides better data on 
performance with greater frequency, and 
drives more productive conversations. 
After all, if you’re steering a boat in 
turbulent seas, is it better to constantly 
keep your hand on the tiller or to only 
adjust course on a periodic schedule? 
We call this new approach “dynamic 
performance development.” 

Dynamic 
Performance 
Development
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How Did We Get Here?
The fact that people don’t like the traditional 
performance management process is certainly 
valid, but it’s nothing new. So what has changed 
to cause such a dramatic shift towards dynamic 
performance development?  There are some 
powerful macro-level trends driving the change.

1.
Reflect the Accelerating  
Pace of Business 
While every generation makes this claim (and 
are correct in most cases), there is compelling 
evidence that this is certainly true today and 
perhaps to a different degree. We live in a time 
when a company launched in 2004 can reach 
a market cap of over $300B in less than fifteen 
years (Facebook). NASA is being pushed by a 
14-year-old start-up (Space X). The leader of 
a stalwart like GE, Jeff Immelt, declares they 
“are putting a premium on speed.” Factors 
like technological breakthroughs, global 
competition, and big data are all transpiring 
to create a perfect storm that is putting 
tremendous pressure on organizations to move 
more quickly. And that means having more 
agile organizations with the talent and right 
levels of performance to get there.

6

Companies want to:
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The way we communicate has changed 
perhaps more than any other aspect 
of work in the past 25 years. We’ve 
gone from a time when making a long-
distance phone call was a big deal to 
being able to communicate in real-time 
with colleagues and customers around 
the globe. We expect quick responses 
and are expected to give them. 

Instant messaging sites, like Slack, and 
more informal communication methods 
and styles are now the norm in the 
workplace. As digital conversations 
whiz around us all the time, the idea 
of waiting for the next “review” point 
to have a development conversation 
seems out of kilter. 

Changes in how we communicate have 
not only had an impact on the frequency 
and pace of communication, but also 
on with whom we communicate. We can 
tweet Mark Cuban or other tech titans 
and expect a response, or we can ask 
presidential candidates questions via 
YouTube and find “everyday Joes” 
thrust into the middle of a political 
debate. Traditional patterns of 
communication and traditional command 
are being disrupted and are becoming 
irrelevant. Employees move from project 

to project as part of cross-functional 
teams, and with that, the role of the 
line manager has changed forever. The 
combination of these 
factors is resulting 
in the emergence of 
nimbler, more dynamic 
organizations that 
require a different 
relationship between 
managers and their 
direct reports.

3. 
Shift from “The Brass” to “The Servant Leader”

2. 
Leverage “Always On” Communications
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Millennials are all the rage. Conjecture 
on how this generation of workers is 
changing businesses from the inside out 
pops up in business and HR blogs on a 
daily basis. 

Research highlights how this ambitious, 
value-driven, somewhat impatient 
generation will up and leave organizations 
within two years if they aren’t being 
developed. On the top of their “want” list, 
according to Deloitte, is development, 
as this is something held in high regard 
and akin, in their minds, to engaging and 
empowering people to make a difference. 
With high expectations for their personal 
development, Forbes reports that “69% 
of millennials see their company’s review 
process as flawed.” While it’s not just 
millennials who have these views and 
appetites for growth, the research around 
them is helping to highlight and embody 
the idea that people want to be treated 

as people – who have desires, ambitions 
and values that need to be listened to and 
respected. 

Waiting for an annual or even quarterly 
review doesn’t feel right to anyone. 
Employees expect to give and get 
feedback on a daily or more frequent 
basis, and nobody is willing to sit quietly 
and wait for the “boss” to tell them 
what to do. Today’s workplace demands 
ownership of tasks, and to do so, 
employees need to hold their managers 
accountable for setting clear expectations 
and providing the resources and support 
they need. Managers need to delegate 
effectively, monitor performance on a day-
to-day basis, and provide timely feedback 
and coaching.   

So how do organizations usher 
along change toward a performance 
development?

4. 
Address the Desires of Millennials
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General Electric has been one of the companies 
at the forefront of the move to a real-time 
performance development system. In an August 
2015 Harvard Business Review article, a pair of GE 
executives described the change as follows:  
 

“At its core, the approach depends on 
continuous dialogue and shared accountability. 
Rather than a formal, once-a-year review, 
managers and their direct reports hold regular, 
informal “touch-points” where they set or 
update priorities that are based on customer 
needs. Development is forward looking and 
ongoing; managers coach rather than critique; 
suggestions can come from anyone in an 
employee’s network.”

While these GE executives are very eloquent in 
describing the company’s goals, I think it’s a safe 
bet that the vast majority of HR people would 
argue that this has always been the goal of the 
performance management process. So how do we 
make real, lasting change?  

Where will the change 
come from?
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To successfully revolutionize performance 
management requires three elements to work 
together: 

Motivation:  
Managers have to want to do it and employees 
have to want to receive it (Hint: This may be a 
bigger change than you think)

Skills: 
Managers must have the capabilities to execute 

Means: 
We have to have a way to provide an ongoing 
stream of data

In part 2 of this guide, we explore this roadmap 
for change in more detail. 

Looking ahead to Part 2

http://bit.ly/PM-part-2
http://bit.ly/PM-part-2
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How Kineo Can Help
Is your organization moving toward a performance 
development culture?  Could you use some help put-
ting in place a systematic and cost-efficient approach to 
developing the skills your managers require for to suc-
ceed? Kineo’s ManagementPlus can help you make the 
transition. 

Give them the support they need
Organized as a series of journeys, ManagementPlus 
develops the key competencies that new managers 
require to thrive in their new roles.

Each journey supports diagnosis, learning,  
application, reflection, and collaboration between 
participants and their managers

The ManagementPlus portal organizes the learning 
experience for both the participant and their  
manager, making it easy to navigate, share, and 
track their experience

A Kineo program evangelist will help you prioritize 
the journeys that best align to the needs of  
your organization and set up your learners in the 
ManagementPlus portal

We provide detailed reporting on results and  
activities for program managers, sponsors,  
and executives
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Who is it for?
ManagementPlus can be used by new managers, 
those about to be promoted to manager, and  
experienced managers who need to address specific 
skills gaps.

How is it delivered?
Management Plus can be delivered for:

Individual Delivery: individual learners and their 
managers work through the program independently 
using online resources

Cohort Delivery: groups of learners work through 
the program including live group activities (which we 
support with our global team of over 200 coaches)

Integrate with your existing platform
ManagementPlus can be accessed directly or we can 
seamlessly bridge between it and your LMS. 
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Contact Kineo today
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