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AN EXPANDED VIEW
OF PERFORMANCE
MANAGEMENT'
Herman Aguinis

An Expanded View of PerformanceManagement
The purposr of this ch:rprer is ro pr1)\irte .tn c\Jran.te.t !'c\ ot the
perlormancc nr:rD;rqcIlrenr pfocc\s that subsuDres rhc lrldiri()nal
I/O pqcholog pcifonn:ur.c apprai! lilclature. Ii is ar) cxpiur.tcd
i iew in relar ion ro dle tradi t ioDal I /O ps\.chol( , t^ oeatrr lenr of
the topic i r l  f i tc di l lercnr \avs. Fir .sr.  i r  goes bcvorrr t  an al l rost
exclusite emphasis, so re rLould 5a\ alnrost aD obressi.trr, on rhe
mea\urenlcnt ol pcrfor.n arrce aDd in.Lrdcr a considcratii)n oi
what happens bt'fbre and iticr pertirn ance is nr(.asure.t (lhat
is,  the role ol  l i rne an. l  . i )  tcxr) .  S(c(rrd. al th()ugh the I /a)

*Th is research \as(oDdu. t .d i .p r  \h i t . t ie ,n ru \gu i rn l ,e t ( t rh .Nt . . ) r . r l {1 ,n ,
Tem Pro fes$xh iu  n r  \hnagr rnenr  rh .  t - !ner t i s  o '  ( :o lo rar lo  I ) .n \ . f  n rx l
v is i l ing  appo inrne . ts  a t  th .  t  lne . \ ih  o l  S ih I ra rx i  (spanr r  rnd  l rDn. r ih  (n
PuenoPjco . l rhar l ( .bar l . s1 . l ie r (c . \ tan !e l l_on{ r .D. iDd. lnn \ \ ' sDr i rher i ( ,
.ommenb on preriou\ dlari!. Tl,;.brpro n(h(L.s rn oi.t f,on, .rr.l is trased
on llre tolloring boofr r$rlni\. H l!(lr)!r) Pa/ontn,n,marq.nar! enn cn.).
Upp€r Saddle Rtr.r. \J: Ilrn,r P.en!.. tt.,ll

Add.e$ .on .spond€rx .  r . r  I lenu .ur  \ f l r in i r .  ] ' l o lc * ,  , , f  OrgrDt I i . , r r l
Beharior od Hunran Revntr..s atrd De.nr . R.a,&L Itoti\e,r lielle\ strir .l
&^inN, Indima tlnirer sn\ t.nrail: lknlnri\@ indi.x,a.cd,, )

CHAPTER
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ps)cholosv lirerature reats *:':l': 
t,nHr*T'oPil:J ;::-##.:';:#*1T.,-fl ,l",tii:::.T,1;,{*."ifr *:;il*

nizational psycholog domains {cf Agun

*llfl*il:m::;x;;ig,r';]:nfl ,r;'#Tffii;
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The Science-Practice Divide and
Perf ormance Management
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implcfilenra(ion. Ihis ilcreasing scicnce,pmcrice schisDr is parrjc
ularh puzlling in rhe casc of t/O ps\ chol:rg hcause rhe fit ld Nas
crcated iurd secrns ro bc predicated lilndajncr)raliv on rhe prin
crplcs ol  the scient ist-pra.r i t i .nrer Dvf iel  (Rass tq74: nrnrkffe.
1990: \ lc l Ienl \ .  2007: \ l r rryh\ & Sarl ,  t ! )90; Rrrpp & Beal,  2007).

Thc genefal  sciencc Pracr icc sap is part icrr la. l \  cviden{ in the
area ol  pef l inrnancc lnanagcnlenr.  ptacorrol tcrs are lntcresre. l
rn sc|eral  issues di iccth rclated f t )  perf i rrar)(e ma|agenlenl,
including talenr nr:rnasc renr.  lcadership de\ 'elopn)eDr. in(cn
si f icat icrn oi  \ \ l ) r 'k a cnrplo\efs rn ()  incrcase product i \ i t \  wi th
tewer rmplo\ccs. ancl  nranaging drangc (Fa\:  2006; Schr.amm,
2006; Schwiud. 2007).  On rhe orhcr haDd. a re\ ie\{  b\  cas. i ()
, r ' r , l  \ q r r i ' r i .  , . . i r i r i x . U  . l r . \ r 1 l  r l r , , r  r 1 , , .  t ; \ e  r r r , , , r  p , , p r r t . i r  r , , p , i , .
published in ttie Joutut of ttppti{t ps\.ttdos,i (J,\p) fi c,Il) 2i)03
lo 2007 :rrc (  t  )  job s: l r i \ f i r tn)D, atr i tu. tes./ in\oh.emcDt/conrnr i l
t rert :  (2) rvof l  eroups/reams: (3) pertbr.rnance appraisa]/ fced,
back; ( .1) ofganirar i( ,nal  culrrrr .cs. c l inr:rrcs. pol ic ics, c ir izcDs)r ip;
and (5) beha\ 'x)r ,  p.cdicr ion ot pr.occsses. and out.o )cs. Th^r
same rel ic l  l inrnd drar (he f i \e nro5t poputar n)pi(s publ ish(.d
i Per.\a ,d Pst.holagi (PP!\ch) also ben\cor 2003 ar)d 2007 rre
( l)  behavior ' .  prccl ict ion of proccsres and olr tconrcs: (2) perfor
mance rplrraisal,/fcedblckr (:l) p5\chomcrric\,/resling issuesi (1)
test validit\'/\?lidatiur issue\; and (5) \for( groups,/teams (Ctascio
& Agui l is,  2008a).

Three conclusions crn bc drarrn from rhis i )) t (r .ma(ic,n. Firsr.
gircn that Clas.io arrrl Agrrinis (2008a) corlcd rhe articles pLrl>
lished in JAP and PPs\ch using fifr\ dilltreDt carcBories, rhc con_
gruencc ben{ccrr the li!c, lisls of rhe rop 6\e I)ost popular (L,pics
is remarkablc and sLLgeests rhat thesc publicarioD rrencls are
sound indicarors ol  cornnmn, unrlerhing o.ends in rhe rcsearch
produced in the field ol I,/O ps\'.holos\: Secrnrd, a ..rnllarison
of rhe topics in which practiriurer.s are inrcr.cstert \.irh those in
which academics are intcresred rlro\{s rangenrial orer)ap onlr:
\r!'hile the k)pic peflbfmalce applaisal,/fccdba.k.'s iDclu.ted on
tlte lists fi)r borh joufnals. the majoril\ of articles address ropics
that arr nor suflicienrh broad lo address pracrili.)r)u con.cnls
abotr talent nlanaf lement and lcadership derel t4rrncnt,  to mcn
tronJust rrr() .  The rhird conclusio|  is rhar pracr ir ioDcrs inrercsrcd
in implemcnting sourrrl r.est'alch bascd pertin-mance man;rqcrnenr
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tT:ffi;TJ'.1#"*:;Hil1.::"#':"Lil [H,T:- iJ.?
";. 

;;:i;;i;J;d berween practitionir intelesb and pubrica-

il^ trla. i" t/o Psvchologv' rhere is a need to go beyond HRM

;;*l.""'#Tin:ff :i'f#3,T'i.,:i"illlin"o^,'..n""
a.in." p..fo.-utt.. management and describes six kev Pur-

li:ffi "*l'r:*.d*".-;ryT#.s:#*:
*::,::l *ll ;:",ii.11;'il'i,"liji'li; each o' iie iss'es dis
iussed in this chapter, s€e Aguinis (2009)'

what ls Performance Management?

Consider the following situation (Aguinis' 2009' p 2):

;::t';;:'ii':fi i::#i::f '.i:',ffi'trff 
'-:l''iJ:#'

lit"^.""^. i*t.' iJ"ains reviewing the budset she is lik€lv to be

:l'i'"'::::n'm*:u.-"mffru1'#ff*i,li1'J#:"
*:*:::l"Ly-*mxi;5;;i ;[7,'flffi :::' .*"
;*::';::u""1'l'E:"m[]H f :F:: ift ''*
;:mrum; m;:,; ;"lliii ffii'i'""-| il 

"''::.

**:{';j"um*r,i591il:;:"H:*;1T:T
,i. ir-.. ,cJG', "h. Lo*" "b'* tt''i'"Pe'f**' b..b&'

sales 6sures, which dePend more on I

*;m::;)#n";:;**6#ift'f *:::n.
of rewards, regardless of her raungs'

"*-ftttr"",l"a *ftty adjustmen6 are bas€d on s€niority rather

hlt,ll;:**p"::tT"f i:''',#lf; .;,[T!5*".:\.
';il'"TTl"Tll"sfi #iL'?:T:;"i"'Ti.;'1iil"'T'r';"*
ffi;il.;;;;;;; ;e wn nothave ; dear with comPrajnrs
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or lolknv{rp meerings. Salh lllls ou1 rhe lirrns i,r lrss lhaD nfenl\
nunutes and sels back ro bef ical t()b."

, ts is i lhrsrnred b\ this l i i {ncl tc.  \ lh ich des.r ibcs a sirrrr l i l , l
that i \  painfulh t :nl i l iar r()  DraD\ .eadetJ. p.r tbrDlnn(c rrrr ! rag.
ment sv\tems afe ( ' f (c Lrnder-ul i l i /cd arrd also |r isusrd. ID la. l ,
rn man\ organizarIon\,  poorh iDrplcnrcnred perlbr.niu)ce man;Hc-
ment svstems can do rnore hrrm t l )ar)  good, as r fas denxDslr .utr ' ( l
bv a legal casc in the consrrrcr i rm indust. \  ( I ' \ f l  ( i r .p() .xr ior) .
2000).  A { inrale empb\cc \ras prom() lcd \c leral  r im(s an(l  s l lc,
ceeded unt i l  she sraf{cd \orkine Indcr the supeNis;( , I  ofa Der
managcr She \ latcd i I  her la\ \sui l  t l )at .  oD.e shc $as lrrom(, lcd
and reported lo thc nerr m:rnt{er.  thal  boss;gnored her.and dnl
not gne her rhc \anre slrppoi ( , )  oppornrni l ics for rrainine (hirr
her male col leacucs receired. l f rer eighr nront l)s ol  re.ei \ in! . l l ( t
teedback Irom hcr rnanaecr.  l ihr r tas c:r l lcd iDto I i \  o l t i .c.  r lhcre
the mlna{cr told her rhat she Nas fhi l ins. resnlt inc iD a demo,
t ion and a $20.{XX} rc( lucr i(xr in hcr i rDrual salan. \ \ ' l ren she \ron
h r r . e \ { l i \ r i r n i n r r ' , , n  I n \ \ r ' i r . , ,  i , , ' \  , s a r r i e , t  l r , i r  q t  . l  r , , i  i , , , ,  i , l
emotional dis lrcs\ and e.on.nnic darnaee\.

In addition tc, an in.rc:bcd isk ol li(i!.arior. rhefe al.c \c\rral
other detrinrcn tal ortco nrcs of poor]r irn plcrmcn re.l s\.sl c nr s. ; ) c lLrrl,
ing ernplo\ec burnour an(l -iob dissalisfirctic,n. damaecd rclatx)n-
ships, and i cre:rs€d runrc\er (Rro\fn &-llenson, 2005; (;abris &
Ihrke.2001). In addirion, rhere is ir large oppor.tDit\ cosr be.arsc
poorly rmplemented slstems rrasrc rirne and rc\ources. iD.lldiDs

Befole dcsigning a pcrfonnan.e nraDagemeDl s\ \ lc l l r .  t l rere
needs to be a clear definiriotl ol perlirr.rrance nritDr(crJl(.nt. per,
formance managenrenr is a coDtirLrous process oI ident i l r ing,
measurine. and dercloping dle pcrforrnaD.e of iDdi\ idnals :urd
teams and alignin{ perfirrrnancc \1ith rhe slrarcgic goals ol lhe
organizat ion (Aguinis.  2009. p. 3).  Nolc rhar the ker.c{rnr lnF
nents of $is def ini t ion arc rhar rhis is a conriDuo s pt1xes\ : rDd
that there is an al ignirc t  r \ ' i rh sl .a(egic goals.  U a ' l tanager.  I ; l ls
out a lbnn once a \c iu because lhis is a reqnirci lent ol  the "HR

cops," thcn this is ccnainlL nor a c.rntir)Lrons pr.occss. Also, er:rhr-
ating emplo\ee pcrformrn.e (lhat is, perfb.nrar)ce appmisal)
without clear consi lerat ions of the exren( ro rr . t r ich an indir idual
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is contnbuting to unit and

about how Performance will

consistent with this definition

organizadonal Performance and

improle in the future ls also not

of performance management

Why lmplement a Performance Management System?

Performance management s)stems can

poses ((t. Cleveland & MurPhy' 1989)

summar)).

s€ne six imPofiant Pur-
(s€e Exhibit l.l tbr a

Sn**,r r, ttrr* *. organization's goals with individual goals'

h"i..rt" i.i"i"..i"! behatior" consisrtnt with the atainment

Exhibit 1.1 Summary of Six Purpos€s of a Performanc€

MaDageme SFtem'

ongoing basis.

o,goni-ai*t,*tntn*ng' lt v"l9: t"bj11,":11Y."*'.li:
;;ffi1#ffi;J'Jpo*n'."l -a u"i gn.":l 1'::::l
:il:;i'"fid;i; il trsed in workroice pranl:13^-1"-"

of organizational goals'

Adninisriattue|r is a sturce ofralid and useful infornation for

makine der isions aboul emPlovees' including salarv adjusl-

*.t"lp-.",t""t. ttPlovee retenuon or lerminatron

..."*i i"" "f ."p*.iperformance' identificauon of poor

oerf6rmers, layoffs' and merit increases'

Cnmmun/.al')n: lt allows employees to be informed aboul how
"""*"ji 

,it.'"-. a"t.'g' ro 'eceiu' i"fo'murion on specilic

"."".in^, -"y ".Ja lmprovement' and to learn about ttre

l.n"nirurto,t t unO tfte supervisor's exPecudlionsand whal.

".i"." "f*"* tftr. *Peftiv:lr brlietes are most imPortanl

Deltel(hntntat: lt \ncl\rdes feedback' which allows managers to
"""'JJ 

"-or"v.o u"d help them imProve Performance on an

lin*mT:mm:"*llxTiH:H'Tr.
i***:*,*[:ru;:r:n[r.r#i";$[ffi;]:;'
in a training Progmm) '
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Dorutnentatiott: It |irl<ls data rhat can be used to asscss dre
predictive accuracvof nerrh proposed scicctioll instrumenr-s
as wel l  as important admin'suari \c dccisions. This
inlormation can b(: cspccialh uselirl iD rhe casc of litigation.

L Sbakgi( lu4n e. R! linking the orgaDizarion's g.rals $irb indi
\idual goals. thc pcrfonnance managerrenr svstcnr rcinfrrrces
behaviors consistent with rhe arrainrnent of orgrnizational
goals. Nloreoier. e\en il fbr somc reason indi\idual goals are
not achie\ed, linking indi\idual goals Lith organi/arional
goals senes as a wa\, to crJmnruni.ate $hat arc thc trrost cru,
cial brNincss strategic initiati\es. ,{s ar) illustration of how
p e r l o r n r a ' r ,  r  r L r r r a B e m e n r  c a n  \ c 1 1 e  d  \ r f d r r  q i ,  p u r p o \ c . r , , l
sider the casc of Seal.s Holdings (lorporarion, rhe third largest
broadline retailer in thf tlritcd States ($55 billnrn in annrral
reverrues, about 3,900 rctail stores in the Unite.l Slales and
Canada) and thr leading home appliance rcrailcr a]j $cll as
a leader irl tools. la$Tl arrd garden producti. horne electron,
ics. and automotile repair and nrainrcr)aice (Belner. 2(X)5).
Following the melger ol Kmart Corp. and Sears. Roebuck &
Comparrr: Avlwil B. l.c$is nas pronrotcd to chiet execnti\e
and tzLsked with a stratcgic culture change iniriati\e in hopes
of reinr,igorating the struggling retail compan\r A srratcgic
objecti\e is to move liom an inrrard fo.us to a crrstoner ser
tice approach. A second kc\ obj(ti\e is to bring about an
entrepreneutial spirit rvherebr store managers stli\e lbr linarr-
cial literacl and are challeDged t() identili opportunities lb.
greater profits. Sclcral aspects of the perlormance manage-
ment svstcrn are norv being used ro achirre thcsc stlatceic
objcctives. For eremple, emplo\ee dutics and c'bjectiles are
being rerised so drat emplotccs will spend less time in back
rooms and more tin)e interacting $ith customers to lacili-
tate pu.chascs and undersLrnd customer needs. In addition,
leadership conlmunicati()n r!ith emplo\ees and facc-ro-facc
intrraction are being encouraged. l-e$'s sp.nds rhrcc davs pcr
neek in stores with emplolees and frequcnth quizzes rrarag
ers on their knoi!'lfdge, such as asking about pro6t maryins
for a gi\en department. The greatest compliment emplovees
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receive is to be referred to as "commercial" or someone who

i*"',*y;'m:llrl.i",i'"Jllf ;tl'Til.'1!r*'lili'il
*l.mll*ll,S:: j:l..fjil:;.::::""".i;fi T::.i:li
r,ffi ;nn;j;:::TiT:#1,':Ti:#::illJiilT
..,*,,r'" p".ro.-.".. -{'g'T'"1 ii]il'ili$il'#f.J
i.'.T:'fl i'[l'.:.:llli'"i'*Toli;* *'ariorr as r riricar to
, t . .o.prnr ' .  " t ' t t t t t  in lhe martelPlace'

" llru*lg'rur:J;JillilHT.Tir-.ff;:;'1ffif i
u".'a.i.,"".-ail"t tmPlo.vees Su'h administrative decisions

:**ru:m*v::["J:"."ilil'.:fi :ffi *:1.'":
*;**:tL::r::fi i:HI"J;:TTlsi'rs.T.il:Til';
lli*'"'n:m'ru:*lx"*'rT:ff ::i'Til::;ili'::
i"" i"." "", tt^'e a good Performance management sfsrcm

ilpr...'J-'""'*i*:11':..':TJfi""*'J;:"i.:ti:i
ilJ":ffi lX-ff;:!::'el"oi";;;;."hr'1vre'Ieuntror
,i"'i-f i.,'i'",:.r"" "i -"--:": tfr .1;:Iiii:::^t;;li:i
ffi ffi:rfu;*"S"x$T*i*:,:T;'l:rl
*n:';g:m'l'1."3:il;ffi ffi::JJ"*':i:ffi:3:
*l*l*i;'f,n"n:$H;'rn:t"Jx*ilJ"-1"?"'l:
in: rix"m';':;i,ll l;ffi rff:;'T&f i*:
il*ni*'ffl,Ji;;:ro1.{x:,9;nl;,$:ury
n'.*runl*tlY,lHlil;;lo.H;;;;o;; o"** .' o.'
formance management sisrcms'
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3. Communicalion putpore A performance management s)stem can
be an excellent communication device. EmDlolees are informed
dbour hun wel l  ther are doing and r. , . i le in lormarion on
specific areas that mar need to be improled. Also, related to
the strategic purpose described abor€, per{brmance manage-
m€nt s)'stems are a conduit to communicate the organization's
and the supenisor's expectations and $har aspects ofivork the
supenisor believes are most imporranl

4. Deo?lofupntal lru4x$e. Feedback is an imporranr component ot a
well-implemented performzrnce m:rnagement s\stem. Managers
can u-s€ feedback to coach employees and impro\e perfor-
mance on an ongoing basis. This feedback allows for the iden-
tificaiion of strengths and weaknesses as well as the causes for
p€rformance deficiencies (which could be due to ind idual,
group, or contextual fhctors)- Of course, feedback is useful
onlv to the extent that remedial action is taken and concrete
steps are implemented io remed), any de6ciencies (Aguinis &
Ikaiger 2009) . Another aspect of the developmental purpose is
that emplo,yees receive informadon abour themselves thar can
help them indilidualize their career paihs. Thus, the develop
mental purpose refers to both short-tcrm and long-term asp€cts
of development.

5. Oryaniultimnl nnint"nan? purpo\c. An impor tanr componenl
of any workforce planning effort is the talent inlcnton, which
is information on current resources (lor example, skills, abili-
ties, promotional potential, and assignment hisrories of cur'
reni emplovees). Performance management s,vstems a.re the
primary means through which accurate talent iNentories can
be assembled. Other organizational maintenance purposes
served bv performance management systems include ass€ss-
ing future training needs, eraluating performance achieve-
ments at the organizational level, and evaluating rhe
effectilcness of HRM intenenrions (for example, whether
employees p€rform at higher levels after participating in a
training progmm). h_one of these activities can be conducted
effectivel)' in the absence of a good performance manage-
ment system.

6. Dorxtnenlatiar Pu4nse. Performance data can be used ro assess
the predictile accurac! of newlv proposed selecrion instruments
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lcis{io & Asuinis,2008b) For examPle a newlv dereloped tesl

"i*."-o",.i fi,.*.y ."n br adminisered !o all adminisratr\e

o..*"Ji.f. S.".." "n the tesl 'an dlen be pairrd wi r srores

collected through the p€rformance management ststem rl

scores on the teit and on the Performance measure are corre-

i"iJ, ,rt.t tre test can be us€d with future aPplicants for the

administratr€ positions Second, Perfornance management

*.L-. "1"* f,i. m aocumenation of imporhnt adminisua_

i'"-i*iJ""l rrli" i"formation can be esPecialty useful in the

case of litiFauon.
As ,roied earlie.' many Performance management s'srcms

are under-utilized and' hence' do not sen€ all ol these slx

;;;;;;. F";.,."-Ple resuls or a sunev o[ industrial and

orqanirational Psychologisls working in human resourcrs

a..rurt- .nt"  in more than one hundred di f lerent organt-

zations indicated that the two most frequent purposes -are
aJministrative (salaiy decisions) and developmental (to iden-

tifi €mplovees' weakness€s and strengths) (Cleveland &

vil.prtyl rsssr' rhere is much ro gain il organizarions are

able lo usr their perlormance mana8emenl svslems lor all

six ourooses- This would have an important imPact on orga-

,rirjtio.t" u. well as possibly entire countr:ies' grven the per-

vasiveness of Performance management systems worldwide

For example, a recent suwey or almost l'000 HRM profes

sionals reveated that 96 Percent of Australian comPanres cur_

rcnllv implemenl some rypr of Perlormance managrmenl

*. i . ' "  i r l " . l .^* & Compton, 2006) Simi lar ly resuls ol

"."*.t a 278 organiations aboul iwcdlirds of which are

multinational corporations lrom Ffleen diJlerent countnes'

indicared t} lat  aboul 9l  pertent ol  olganizadons implem^ent

a lormal perlormance mani€emenl Vslem (Lasclo zuuo)

14".""*.,'".grft.Oons with-formal and ststematrc Perfor_

mance manaSement sl"slems afe 5l pfrcenl mofe like\ lo

oerform bettir lhan the other olgani'/alions ln lrre sample
'reeardine 

f inancial  oulcomes and 4l  percent mole l lkel l  lo

De"rform-betlet than the olhel organizations in lhe 
-sample

legard. ing other outcomes including customcr sal ls la( l ron'

..iolovei r.tention. and other imporonl metncs
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N4aximizing the Purposes 5erved by Performance
lvlanagement: | | | ustration
There afe nt lnrefous c\ : l l r )pl(  s () f  r)r la irr iTat ions that i rnple)nenI
perfofnra cc t"n?rgenrent sv\terns lhat allijrl thern to accorl
pl ish rhe mrLlt ip lc objcct i rcr dcscr iber i  abore. (h,rrsider thc casc
of SEt,ClO Gedit Unnrn in Lugere. Oregon. a not-tir.proiit con
sumcr cooperative that Nas establisired in 1936 (Fandl'\ 2{)01).
SELCO's eight bran.hes sene nearlr  . ight\  lhonsand mcm-
bers. SEL(]() ollcrs man\ of thc san)c scr'\iccs ollcrcd b\ othcr'
banks, inctLdine personal chcckiug and sarilgs accounts, loans,
and cfedit cards. Recentll SELCO scrapped an old pertonnance
appraisal svstern and replaced it r\ith a Derr nlrltipurpose and
Norc cffcctive perfomrance nanagemenl s\slem. Firsl. the timing
ofthe ncw svstcnr is nor\ aligned lith the busiDess cvcle, instead ol
the empk)\ee s d:rte o{ hire, (o eDsrue lhat busiress needs al.c
aligned with individual coals. This alignnrcnt scr'\cs both str'atcgjc
and infbrmational prLrpc,scs. Second, rnanagers are gnen a pool
of moncy that the' caD $ork \ith to arard bonuses and laises as
necded, rrhich is nore ellecti\e than rlre co'nple\ set ol matrices
that had been in place ft) calculate bonuses. This inrproved the i,rav
in rvhich the s'sten is used lor aliocadng re$ards an.l rherelbre
s€nes an adminisrrarive purposc. Third, rnaraecrs are rcquircd
to ha\e regular convc.sat;ons $i th thcir  cmplolces about their
per(brmancc and rlake ote of all\ problems that arise. lbis
gilcs the emplorees a clear sense ol areas in $hich the\ need
improvement and also pfo\ides documen6rion il disciplinaN
action is needed- This componcnt scrlcs both irfornrational and
documentation purposes. Finalh, thc linrc that rLa-s prcvioLrslr
spent lilling out coorplicatcd matiices and forrrs is no$ spcDl
lalking \rith thc cmplorecs about horl thel can improve their per
formance, allowing for progress on an ongoiDg basis. This sel1es
a developmenral purpose.

Manl organizations mai halc a sG(allcd pcrforrrar)cc man-
agement svstem, bur this ma! l)c a pcrfrJrmaDcc appraisal at bcsr
and an administrarir'c hurdle imposcd b\ thc HR departmcnt ar
$'orst. So it is not sufficiort to ha\c an\ Npe ofperfornrance nral
agement svstcm, but one should hare one that serrcs as man\' of
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the six purpos€s described above as possible The next section

addresses a'performance management process that allo$s orga-

nizations to maximize the benehts oftheir ststem'

As noted earliet t)erforrnance management is a conunuous process'

However, when i system is first implemented, the process follo s

rhe following stages (Aguinis, 20)9; Grote, 1996) : ( I ) pre-requisites'

(2) performince planning, (3) performance execution, (4) perfor-

-r,r.. """.o-.ni, (5) p€rformance reliew, and (6) Perfonnance
renewal and recond'f,cing. Each of these stages is descdbed next'

Th€ flow of the p€rformance management process ls deprcteo

graphically in Figure l.l.

Stage 1: Prerequisites

There are two imPortant prerequisites. ihat are needed befbre

a Derforrnance managemenl syslem is implemen(ed: t l) knowl_

eiee ol the o.ganiru-tion. mission and slrategic goal' and {2'

knirwledge ol r}e job in question. lf there is a lacl of (larir)

resardin"s where rhi  organizal ion wanG lo go or the Ield( ionshiP

tretween the orsanization . mission and strdlegies and each of its

unit's mission ind strategies is not clear, there will be a lack of

clariq regarding what each emplovee needs to do and achieve to

helo the ,rrganiralion get thcre. An org:rnization s mission and

straregi( go;ls are a resull ol strategrc plannin8' whirh allo$' an

organizatron to clearly define its pur?ose or reason ior exrsong'

.nh... it *uttt. to be in the future' the goals it wants to achieve'

and the strategies it will use to attain thes€ goals Once the Soals

fbr the entire organization have been established' similar goals cas_

cade do$'n*ard, wi(h departments setting objectives to support

Performance Management Process

Figure l.l Flow of the Performance Manag€ment Process'
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the c'rganiration s olerall mission and objecti\cs. The cascading
continues downwatd until each ctnPlo\ee has a sct of goals com
patible $i th thosc ofhis or her unit  and lhe organizat io

l\s an c\ample, Exhibit 1.2 sho\{s lro\f the Ke\ Bank of Ltah
successfullr dcveloPed a Perfonlan.e managen)cnl s\\tenr tha(

Exhibit 1.2 Cascading of Goals from the Organizationat to the

Deparhnental and Individual lrvel at Key Bank of Utah.

Organizational Level

. .Xlislion \tut,,ttnt'fl].e mission ol dre corPoralior is to oPcrate
as a high pcrfo.nr ing f inanci:r l  insl inrt ion pIol iding a r \ idc
range of prof i table, competi t i \c,  arrd suPerio f inrncial
services in orLr market-

. Godb: To attract and tetain an olrtstandiDg staff$ho are

highh nrotivated and productile and \Jro liSorotrsh Pursrre
rer enueaencrar irrg and ,  o\ l_rc.hr,  I  i .  'n \ l  ratcqir \ '

. ,Str.rlzg': (lfiticall) rc\,icr| our existing branctres and

departments ()  ensurc (ha( al l  branches are coDsis(enl in
r h . r r  g o a l . .  w r a r r g r . . .  a n r l  P r n l i l  u l , t c '  l i \ e .

Depar'tmental Irvel

. i\Iission (d?Potn.a ln?I/: $e $ill increrLse thc knorledgc'

management skills, and de':ision-making abilitics ol our

branch managels so that \{e r\ill mininriTe losses and other

oprr:rting e\penses $hile rnaximizing thc prolitabili( ol our

blanching svstcms.

Individual (Supervisor ) Level

. Potitun des(ription lu 111i rrrarraga: Administers a

co rprehensive human resoulccs Plograln in tlre dilision to

ensurc the expertisc. ellectiveness, motivation, and depth
(including ptoriding appropriate Irranagement successroD)

to the di\ision's staff rnembers.

Individual (Employee) I-evel

. Indit luat Pe'fon a .c InfbunatioD on various resPor)sibilities,

standards expected, goals to be rcached, and acti()ns to be

taken ro improve perfo.mance in thc firture
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is alicned wi(h the srategic Plan of the organization (Addams &

F.mblr'. 1988). To do this' the bank 6rst invol\cd managers at

all hicrar, hnal lelels lo devrlop an orFrni/atjon mls\ron stdlr'-

mcnl.  Next.  f iev defeh,ped Eoals an' l  su?t(gies thal  $ould hclp

achieve Key Bank's mission. The mission statement' goals' ano

.,*i"gi." "i th" organizational lerel sen'cd as the foundation for

develiping the strategies for indilidual dePanmeits -and 
unils

To develop these, s€nior managers met with each dePartment

*.nue". to ai...,o Oe olganization's goals and stmtegies and to

explain the importance of haring similar items in Place in each

deoartmcnt. Subsequendy earh ol the departmenul maraqer'

mer wi$ his or her employees lo derelup r dcprlunenl mi\sion

statement and goals. One imPortant premis€ in this exercrse was

that each depJment's mission statement and objectiles had to. be

aligned rnithihe corpoiate mission statement' goals' and strategles

ie, "reattirod.nai and departmenLJ goal\ arrd \ualegies \^(re

alil.ned, managels and emPlo\res rr\iewe'l indi\idu'Jl job descr rP

tio-n,. Each i.u"dernption was uilored so thar indiriduallob tc'pon

sibilities weie cler and contributed to meeting the departmenfs and

the orsanizat ion s obier t i le\ '  tnrohing emplo)ees in this Pro(€ss

ft . ro. i , r t . -  ro gain a cledr undersranding ol  ho$ lheir  pel for-

mancr aflecred rlie departrnenl and. in lum the orydni"adon'

The second important prerequisite befbre a Performance man-

aeemenl s]stem i i  implemented is lo undrrstand lhejob in ques-

rion. This is d.ne r}iough lob anurlrsis Joh analrsis is a ptoce*

o[ delermining the key romponens ol a pat tr( ular 'loD_ In( luo-

ing activities, ta.ks, p.odu.s' s€nices, and Processes There are

,r.r-'me.,r..s qpes oflott analltic tools' including some that focus on

soccific oersonalii trarls needed lol lariolls Positions {Aguinis

v-rrt i"*.t. & Heggestad. 2009) A job analvsis is a fundamen-

tal prerequisite of an"y Perforrnance m?rnagement system' Withoxt

" iif urtutrti., it is iiiB."lt to understand what constitutes the

reiuired <iuties for a panicular job lf we don't know what an

.-ito-r"" i. ".rpp{)."a to do on thijob, *e won't know what needs

to be eraluated and how to do so'

Stage 2: Performance Planning

The performance planning stage has the goal for emPloyees to hale

a thorough knowledge of the Perfofinance management qstem'
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ln lact. nt the bceil)niDg ()l each FrlirInincc (\clr. tl)e \npcnisc,
and the emplo\ee meel lrr disclrss. rncl alrree ()n. \\'ha( Dccds t() be
ddle rnd how ir  shl)rLl t l  be ctonc. This pertomra (c planDine dis
cuisiur in.hL(lcr a consi( l (r i ( i (nr ol  ( l )  r .sulr \ .  (2).  b.ha\ i ( 's.  aD.l
(3) derel , ,p 'nenr plaD.

l ic j l r rr .  Rerrr f ts reler r()  what needs ro be d(De of lhc out
cornes arr enrpk) i1r ru\r  prorhr.c.  \  coDsi. terar i(nr of  resutts
needs (f  i lc lude lhc ke! ac.() [n(al) i l i t ie\ .  or broa(l  areas ol  a
job lbr $t ich rhr cnpk)vec i \  rc\p)nsible l in.producing resr l( \ .
A discussion of resulrs xlso i rc lur les spcci6r obje.r i \ . r 's thar the
cnrplovcc r i l l  achierc 1\ piur ol  each lccounrabi l i l r .  Objcct l res
are s(alcrrenls ol  i r r iporranr rnd nlcasurable o lcornes. t ' iDalh.
d i v  r r * r r r c  r ' , r  r l r .  . r l ' u  r r r . . r r .  ( l i '  , j * , r l -  I ' F r  t , , r , r . , r ,  c  . r , , 1 , t . r , 1 . .
,A. pf f fornrance s(tndard i \ . r  \ : rrc l \ r ick use. l  l { )  cvaluate h(nf wcl l
emplo\ees hrrt  a(hiere.t  er.h objecrr\e.  P.r fonI la, .re srandirds
provide inlbfnrrt ion aboLrr l rcepribl(  rnd ur)a..eprrtr lc pcrf{)r ,
nrance ( lor c\anrple, quir l i t \ ,  quanri l \ .  (o\1. an.t  r imc).  ( i )Dsi. ter
the. job of unnersir \  profassor.  Tr!( ,  ke\ acco nrabi l i t ies are )
teaching (prepirut ior l  and dr. l i \ t . l \  o l  insrrncr ional maref ials (o
srudcnts) rn. l  (2) research (crfat ion an. l  disserniDari( ' r  () f  rc\r
knor, ! ledge).  An objecr ive f1, ,  reaching c{)uld be 1() obrai , i  a
slr tdrnt ev:r lua( ion ()1 rea(hing perlornr:rrrcc ot 3 oD a l  poinl
scale. , \n ( ibjrct i \e lor rcscarch coul( t  bc to publ ish x\o art ic les
in schola| l r  reiefeed jour l la ls per \car:  Pe). tormanrc \raD.tar. ls
colr ld bc 1o obtain I  sr l rdenr c\aluat i ()n ol  reachir i {r  per lor lnancr
ol at lcast: on a lpoi[t scalc ar)d 1o publi\h ar ](.asr one iiicl( in
scholarh felrrced joufnr l \  IJrr  \ear.  Thu\.  rhe obje.r i \ (  j \  the
di js ired le\cl  of  per lbrnrarrce. \ rhere;ts r l re san.tafd is usual i \  : r
" r i  i n , , ' r ' ,  . , ,  ,  '  p r J h l -  l c \ ,  I  u r  p r r  i , , | ' r , . , I (  ,  .

B.r.n,n,r. Afthortgh it ir irnpomnt 1(, n)easure rcnrtl\. aD exctrF
sir€ emph$is on fesulrs tan gire an incorrplere pictLr c olenlptt)\ec
perlornrirnce. This is lralti.ul;rh rrue r()d.t\ lrcausc. in conlrasl lr)
I n e  l r i | r . r r r  l r i ' : r l  " r q . , n r / . U i , , r , l r . r r r , , l  r l l i  - , o r l I e r r 1 1  , , r q , r  r / . ,
t ion, the 2Is({cnr lr l ' i  of l r i r r j i , ,at ion is lar rrx)rc l iLeh ro l rok l ike a
ifeb: a flal. ilricareh \\(^cI n)rm rhlr links pa Dcr.s. crnplo\?es,
txtemal c{,ntri{ctors. supplier\. an.l .usr(nners in r io s collab(r.a-
tions ((iascio &-r\I.uinis. 2008b). A..or{ljngli: lor sonrc i(,bs it nlar
be diliicult to est^blish precise objccrircs an.t srlndirrds. tor.olher.
jobs. cnrplovees nrav l la\e c(n(.ol  o\er ho\.rhc\ do rheir  j (nrs,  bur
not o\'cr dle re\nll\ of rheif bcha\iors. For c\atDple, the sJes ilsurcs
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:*ffiTili"T:i,nfTff il"fi "b**il'tr:iff *'fi l
tr.Ttr"l:?i;U'#'ryi****m*l*r,:l
::hT",:jr"ji:i[', j"#,,Tl"fr T,"uil;A;lrettilor,n,pa'ke.,
t' 

I'lll:ff f^i'l;itll'*n"r.o," incrudes dis'u\sins ( omPrten-
.*'. -r'i.r'l* mea\urabre crusrers ollllil'ii-l'Ill]i,lil,iti

::ffi.':ffi I Jlil,il'ilx".:1'l"rffiil*-ires o'| c'rmperencie'
;;;""i.;.. ".'ruice, *"ritten or oral communicauon' creanve

[*:]l*"tril*l',t-.:ll]:i!f '].JT jfu ffi .,;;
::si^",1:?;'T.:'::J#:l'ffi "'Ji:'':J*tl.**iffr i"tr*
lH'ffi iiFJi:::*$r"i::'I#"*in*i*;
skills (for examPle' in the chat room) '

;ir',rq;rtlru":*T+i:Jff "f **..1;.*\*"11
ilI'.lXl *:: illT,H;:l'".1f li,il g' ili. i" *,. n'"".0

*.;*'n*iim*1ff H';:; J'#,:l lT'Ifi i:il"#i:
kn:;F*:m:ffi ;"','n'*;lrut:;"'$'-ry:l
;;.1;;;;i; "; J "i o"*'*.1::l; i:*a":n:l JIX:1': : iff:i:;
:l:1.';lH;[il."l",.,.lrii:Tii,i::tJif J,'J,,:':tl
delelopmenr plans allow employee

questrons:

. How ( an I contrnualty learn and grow in de nex( yearl

. How can I do belter in the future)

. H.r*."n t u"oia ptrformance problems faced in the Past?
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Inlbrrnatior to be uscd in clesigning rtelelop )rDr plaDs comes
Iiom the appnisal lir.rn. Specificalhr a dcrelopnrent plan can bc
dcsigned hased on cach ol  rhe pc.f i r r)rance rt in lensi()n\ c\alu
atecl .  For e\rmple. i {  thc perkr lnrancc di  )cnsion comn]lrnica
tion" is rate.l as substandard. dris arca rr.ould be rargerccl br the
de!clopment plan. In acldi t ion, horrercr:  c lcrelopmenr plans focus
on the knor\'lcd!.e aud skills nccclcd li)r rxn.e lons-trr'm career
aspirat ionr.  In at ldi t ion ro i rrprorcd perlormal lcc, rhr inclrsnnl
ol  de\clopmeDt plans and, i r  rr lore eeDcral  rcnns. the ident i f i -
cation of empl()vec strengths and Neakncsscs as parl ol lhc pcr
tornunce nlrnagcmcnt s\srem ha\.c anolher importanl bcnefit:
entplorees are rlore likeh ft) llc \: isfiecl r\.irh rhe srslcnr (Bo$!ell &
Boudre:ru, 2000).

The direct supenisor or l inc Inal lager l ras an irrporrant role
in the crea(ion and conrplet iur of  the emplo\.ec s clr \elopmeDr
plan. This act i \e role $i l l  help the superr isor understaD.t  rhc
process from the emplo\ees perspect i \ l j ,  :urt ic ipare polent i : r l
roadblocks and defcDsi\e atrirudes. and create a plan in a collal>
orat i \e Iashion (Dunnnlg. 200.1).  ! ' i rsr.  rhe supenisor r)e€ds ro
explain lhat $orrld be re.tuircd for tbe ernp)orc.c rc, achiele rhe
desired peffbrmance lerei ,  inclrrdirrg dle sreps rhar an ernpl(xee
must take to improie pe.fornrance. This inforJnati{D needs
to be providerl togerhc. rrith irfi)rmation o,) rh€ probabilin ot'
success if the empklrcc conrpleres rhc sLrggested sleps. Sccorrd.
lhe supenisor has a priman lolc iD refe:r.ing rhe c plolec ro
appropriate dcrelopment acli\irics rhar can assisr $c crnplovee
in achievine her goals.  This inclrrdes helping rhc ernplovee setect
a mentot appropriarc rcxdnrg resour.cs, courses. aDd so lbl.lh.
Third, thr supenisol rericNs and nlakcs nrggesti(rrs aboul thc
deleloprrent objectirt\. Specilicalh; rhc' supenisor. helps irssurc
lhc goals are achicvable, spe.il;c, and doable. Follr.rh. rhc srpeni,
sor h:rs priman resFmsibili[ fbr checkiDg otr rhe cn)plo\ee's prog,
ress tor?rd achie\ing thc dc\elopmerr goals. For ex:unple, dre
supenisor c:rrr remind thc empftx€e ol duc dates and re\ise goals
il needed. Firudl\; lhc supenivn needs to proride reinlbrccmcnrs
so thc enrplolee will be moti\ared lr) achi$e rhe .terelopnrcnt
goals. Reinlorcemcnts can be exlrinsic:u)d iDclude rex.ards luch
as tFnuses and ildditi()nal beDefirs, b r reiD{arcemenrs can also
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include the aasignment of more challenging and interesting work

that takes ad\antaqe of the new skills leamed.
Supenisors themsehes need to be motirated to Perform func-

tions ihat .llill support the employees' completion oftheir deleloP

ment obiectrves. For this to bappen, supenisors must b€ rewarded

for doing a goodjob in helping their employees develop. Consider

how rhis is done at Kl-{-Tencor C,orPorztion, one of the horld's

top ten manufacturers ofsemiconductor equipment (Ellis, 2003).

Af KLA-Tencor, between 10 and 30 percent of supenisors' bonus

pay is direcdy tied ro employee developrnent. Employee del'eloF

ment is measured in terms of employee training and certification

levels. Managers are gilen at least quarter\ updates on the sta-

tus of their staff development. In addition, employees themselves

are reLffded for engaging in development activities. In fact, only

employees wiih uptodate raining and certrlication levels are eli-

gible for bonuses. Thus, employee derelopment is successful at

KL,A-Tencor because both employees and managers are direcdy

rewarded for employee develoPmenL Alter several years of imPle'

menting these pracuces, emplo.vee develoPment has become the

norm and is plLn ol Kl-A- l-encor's I ulturr '
As an example of the implementation of development plans,

consider (he case of General Mills (Ellis, 2004), where individual

development plans (IDPS) are promoted strongly throughout

the company. The Minneapolis, Minnesota-based G€neral Mills is

an inlernational foods company. Some of the best-kno n brands

include Pillsbury Cheerios, Green Giant, and Yoplait. The for-

mally wrirten IDPS are completed annuallv, but the exPectation

is for ongoing conversaoons between managers and emPlo,vees'

focusing not only on comPetencies that are well developed and

thos€ that are in need of improvement, but also on employees'

carecr aspirat ions. The romPanvs IDP scason Promoles lhe

process for employees by hosling speake.s, offering web-based

learning tools, and holding workshops for emplovees and man-

agers to get lhe most out of the procei.s Some of these sessions

are specifically tailored to different kinds of positions within the

company with different needs in the development process. Also,

the IDP is kept separate fiom the annual performance apPraisal,

as the b€lief is that development planning cannot be sufficiently

addressed in the context ofappmisal.
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!'illalh a ftxrl tha( has bccor)rc polrular in helpiDg empk)rccs,
parli.ulaflr tho\e in supeniso''\ roles, irnp.o\c pcrf()rn)alre b\
galhr l ing inldrnat ion l rom.i i f i i l .cnt eroups is the 36(! . tegfce
ieedhx( l  svstcrn ( \ l (nseson. \ l r rr lnrr l .  & t lanrpnri ,  2(X)5).  These
s\srems tle cirllcd :16(klegree slsleIns be.ause irlli)rmarion i\ calh-
ered l iom in. l i \  ichal\  : r l l  around rhe eIr lplolee. Spe. i{ icalh. in ldf-
m;r l i ( )n on \ tal  pernrrnrance dinleDsions .oLr ld l r  implr^cd i \
gathrrcd fronr slrper iors,  peers..usr()rncr ' \ .  nDCl sub(ncl i rratc\ .  Ihis
intornrat i (m is usrralh colkctct i  aD(nNnroudr n) nr inin) ize r ' : r t in i{
rnf lat i (m. Empbrccs also ratc thenrselres on the \  i {nrs perlor-
nance dinrcnsi(rrs arrd co:npare selherceprions rLi th rhc i rJ i) f -
mal ion pro\ idecl  b\  other s.  , \  t {ap aDah sis is condLrclccl  r( ,  cxan)i  c
the r fcas for which there are l : rrge . l is.rcpancics bctwcer scl t
perccpuons rrd the percepl i {)ns ol  orhcr\ .  A 36(klcercc fcrdback
svsrcnr .cPtrt  unralh in. ludes inlalrrat i . r)  (rr  dirrc sjol l \  l i ' r
idr ich there is agreemenl (hal  l i r ' lhcr dcrckrprnerrt  is neederl .  l  h is
rnfdrmrr i(D is used ro crcl tc:r  dt ' \e l4rr lent pian. Implemenl ing
a Sti{trdeerec fi'cdback s\,tlenr should Dol be.r one-rimc-onl! c\cnt.
The s\stcr)l sholrld be in ph.e and daLl collcctcd ()\cr tiur.()n an
ongojng basis.  Ihe imptemerlar i(rr  of  urgoiDg 360t lepee lee<t
back srstcrrrs is sonetimes labcled it 720<lc!.rcc tfcdbacl svstern.
rcfcrrirg to the lacr dr:l rhe c()llccli(rr of 360<legree data takes
place at least rlri.e. In shr)r'l. adrnini\te llg the slstenl orlh oDce
$ill not be as bcncficitl as achrinistering the s\sren repealedl\.

()nce (hc prclrquisi tes are rrrel  and the plannine phasc hirs
been completed- r \ 'e are rea. lv ro bcein lhc ;r lp loncntat ion oftLc
pctfcrrnrance managerrrenl srstcrn. This nrclucles pert i rrrnance
cxecut i(m. :rssessnrcnt.  rcr icr,  arr t l  rc l l$r 'al  an. l  recontracr jnia.

Stage 3: Performance Execution
On.e thc rc\ ior crcle begins. Ihe enrplo\ ' ( 'c s(r i \c\  l ( )  I rroducr
the fcsults and displ :rv the beha\ i{)r \  a! .rccd 0rr ear l icr  as nel l
as to r .ork on . le leloprncnt ,)ccd\.  Ihe ernpl(xee has pr imar '
resporsibi l in anr l  drneirh{r of  this process. Empk^ee pani. i -
p:rtion .toes nor bcsin xt thc per fom)ance execntioD srage, h()$-
ever.  , {s noted car l icr ,  cnrplorees l leed to ha\e adi\e inpnr in rhc
de\elopm.n( of thc job desc pr ions. per lbrnlan.c slandafds,
and thc crcat ion of t l re lat ing lorm. In addit ion, at  later stage\.
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employees are actrve ParticiPants in the elaluation process rn

thai thev provide a s€lf-assessment and the perlormance revlew

inteniew is a t.*o_way communication p'ocess'

Although the employee hds Primary responsibilities. for

Derforma;ce execution, the suPenisor also needs to do his or

i.. sha.e of the work. Supewi$rs ha\€ primary responsibility

ol'er the following issues:

. Obta- olioTt onl do.ltnnlulion suPervirots musl observe and

document performance on a darly basis lt is important to

keeo track ofexamples of both good and poor performance

. t ralr.er. A: r}le oryanization's goals mav chzLnge it is imPortanl

rJ uodare and tl"i.. ini,int objecti\?s standards and ke)

accountabilities (in the cas€ of results) and competency areas

(in ihe case of behaiioE) .
. Iaadbacft. Feedback on Progression toward goals and coaching

to improve performance should be provided on a regular

basis. and certainlv before the review cycle is over'

. R"sorrt "r. Supervisors should proride employees with rcsources

and opportunilies lo Partrcipale in detelupmcnl activiries

it'"t. ir'.y sh'uld encouragi (and \Ponsol ) parti( iPation in

training, .la-...es, and sP€cial assignments Overall' supervisors

have aiesponsibilitv to ensure that the employee has the nec_

essarr supplies and tundinB lo Perlorm the iob properlv'

. n"iri-ilrr,^t. supervisori musr ler emPlovres ljto]v rt-ta'

itt.i'. o,tt.t"nalttg performance is noticed by reinforcing

effective behaliors and Progress toward goals' Also' suPe _

sors should Provide feedback regarding negative Pertornance

and how to remedy the observed Problem' Observation and

communication are not sumcient Performance problems

must be diagnos€d early, and appropriate steps must be taken

as soon as the Problem is discovered_

As an example of this shared responsibility in an actual or€a-

nization, consider the ca-s€ of lnckheed Martin CorPoratron' an

adranced technology comPany that as formed in March 1995

with the merger oitwo of tlre world's Premier technology com-

oanies: t ockhled Corporation and Martin Marietta corPoration'

i,ollfr..a Uuni" ftu. .pproximately l'10,000 employees worldwide
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l lhc Battiit ! Surr, 2001t). The\ arc engaecd in thc research.
dtsign. dcrck;pnrt .rr t ,  manufacnn.c. anrt  i  regmrioD () f  ad\aDce.t
tcchnologr s$tcrlls. pr.rxlucrs. and scr.!ices. I_orkhee.t Ntarrirl s
pok)nnar(r  m:rnasement i lstenr j rc ludes the acl i \c l )art ic jpr
txrn of both rr  pkxces arrr t  rhr i r  supc|r isor.s.  Spccit i .ath. crnplo\-
ees wri te rh( i r  orrn pcrk)rmirnce r)aDlgenen( objectncs hasert
on (nsani/atrcn and unir  objccr i \es. Tl)eD, rnaragel ls i rpprole rhc
objcctnes ard:rrc cu.ourrge.t  ro gj \e ong() i rrg kcdback atrur
t l re pmsress r(xvar. l  nrcct iDq lhe obj(  c( i \es. Thc acnral  p| I tor_
mance applrr isal  ldr ln is an elccrroDic, ( ' l )e,paec cornpuler screen.' Ihc 

progmnr ras clesigned ro " in\ .n\c enrpto\ee\ in sc[ ing rh(. i r
o$n gollls. to m"le dlosc lroals (:1car. aDd to prolidc reglllar.fcr:rt,
back on thei l  p|ogress ro\ i rrr l  r .hic\ iDg rhose i{oal \ . , .

\ \ 'har derefnr ines r t l r r ther an cnrptorce is perfonning {cl l  or
not? r \  cornbinirr id l  of  rhree l icr() .s :r l lows sonrc peoplc 1() pef_
form ar hi f lhcr le\etr  rhan orhcrs: ( i ) t teclar.ar i re kno\ i l ( .dge. (2)
proccdural  k ' lo l t ledge. and (3) motj \ar ion. Dec]ar.at j re kno$l
edgr is inf i rmr( ic l I r  ihort  iacrs ar(t  rhings, in. ln( l i r rg iDl i i r rna-
t iorr  reeardine ir  gi \en task s requir  emen rs.  labcls.  pr inciptcs. and
goals. ProcetiLr.al knoi'ledge is l colnbillrrj{D (,t knoNins whal l{)
do and hoN ro do ir  a,rcl  in.h,des cogni lne. phrsical .  pcr(r trnral ,
motor ' . : rnd inrcrpel:(nl i r l  ski t t i .  \ t (ni \ar jur iD\( t \es rhfcc h?es () f
choice behat ius: ( l )  choi.c ro er ipcnd ef ibrt  ( Ior.eranrple. . . t  $i l l
go to wofr t ()da\") ,  ( : ,1) choice of lerel  of  ef io ( for exa,Iple," I  $i l l  put in mr besr r : fhl  r  ar rork rcrsus . . t  l j l l  nor r l  ien.
h a ' d , . . , n d  . 3 ' ,  l r , , i . '  r , ,  p e r . i , r  r  r h ,  c \ p e r , , t i t |  c  n t  r l r . , r  t c ! . 1
ofeFort  ( lbfexamplc, I  \ \ ' i t ts i \e up af ler a l i r r lc rrhi te. .rcFrrs Irv i l l
persi(  no nl :uter r lhar") .

BecaLrsc perlbl rance i\ afiectcd b\ rhc combinctl efiicr 01
three di f lcrent l i rct(ns, rna| lagers rnlrsr l lDd inlb.r lat jon that \ r i l i
a l lorv thcm ro uldersraDd whcrher rhc sour.c of the problen is
declar:rri\e knowle.lsc, pr.occtlur.al (llo\{ledge. moriration, or
somc combi ar ion of rhrse t l ) ree fac&)rs. I f  an enrpk)\ee lacks
moti iat ion bur rhc manaecr bel ic\es the s(Jlrrce ofrhe problon is
declaratire kno\ledge, rhe manager mav senrl lhr ernplo\cc ro a
companv spon\ored tr .aining progmm so thar hc ran acquirr  the
lno$tcdge thar is presumabh lacking. OD tbe othrr hand. if nlori_
latron is dre problem. then rhe implcrnenrat i . ,n () l  somc t lpe of
CP plan nrr\ he a good inrenenli.rn. This js rfh\. pcrfonrance
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manasemenl syslems need not on\ to measure Perfolmance bul

alro to'ororide inltrrmation aboul lhe sour(e ol any pel formance

rleficiencies, which is done in the p€rformance :rss€ssment stage'

Stage 4: Performance Assessment

ln the as.s€ssm€nt phase, both the emPloyee and the manager are

resDonsible for elaluat ing the exl tnt  lo which the desired behav_

ior i  hare been displayed. and whethel the desi led resulE hate

been achieved. Although many sources can be used to collect

oerlorman(e intormation ( lor examph' Peers or subordinales)

in mo.r care. rne direct supewisor Provides the inlormadon This

also includes an elaluation of the extent to which the goals stated

in the dereloPment plan have been achieled This is the stage

of the performance management process that has received the

*"rt."i "tt rrtion from I/b psychology researchers (Aguinis &

Fierce, 2008; Bennett, l-ance' & r,!behr, 2006)'

It is imDortant that both the employee and the manager take

ownershio ol the assessmen I proress. fhe manager fi lls oul his or

her oooia;"al form, and rii employee should also 6ll out his

". rr.i io.t". Trt. facl lhal bolh parues are invohed in the zssesv

ment prolides good information to be us€d in the review phase'

\!hen both the employee and the suPervisor are acu{e p:tl:ncF

pants in the evaluati;n Process, there is a greater likelihood *lat

ihe infor.rtation will be used productively in the future SPeci-

n.lU ttt. inclusion of self_mtrngs helPs emphasize Possible

discrepancies between self-views and the views that imPortant

other; (that is, supewisors) have lt is the discrepancy between

these t-*o views thit is most likely to trigger deteloPment efforts'

Darticularly when feedback frorn the supervisor is more negatlve

ihan are employee self_eEluations.
The inclusion of self-aPPraisals is also beneficial regarding

important additional factors. Self-appraisals can reduce an employ_

ee"s defensiveness during an appraisal meeung arrd increase the

emDlovee's satisfaction with the Performance management sye

i.,ri. * *"tl * ""tt*ce perceprions of accumc-y and farm€ss and

therefore acceptance of the ststem (Shore, Adams' & Tashchian'

1998).
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Ar an illrrstlation, corrsidcr the case of [.NSR, a tirll-scr\ice glo
bat pr<xider of cn\ironnrental and encrg\' de|elopment seniccs
to in.hst.t and golernmenr (IaCharce. 2006). ENSR s l$o rhou
sanci prolessionrls pr() \ ide cl ienrs wirh . .nsulrnrg, engineering.
remediation. and related senices liom Drorc than serenrv r()rld-
$ide locations. including fort\,li\e in (hc Unircd States. INSR h:rs
created and utilizes a scorecad \\ith six categories rhar are directl\'
linked to its 6\e-ve: \ision: hcalrh and saien, errploree cngagc-
mcnt, client louln, cost itanagenrent, prolllabilir.r, and re\.enue
groN.th. This information is Ised in rhc colnpaDr's elaluation ol
curfent pc.forrnaDce fi)r indi|iduals and groups uith a scorecard
lha( shors cLrrrent perlbrnrancc against "arerage ' i n (ernal pcrfor
mancc and 'top 25 perccDt pcrforrnance. \{anagers a.c cxpecred
to utilize the scorecard i|l discussions ibour perlbrm?r)cc and to
discuss the relationship bctseen the merrics and rhc direcli\es
and initiariles frorn senior rnanagement. Th( \corecard is a i(x)l
used to motiYate emplorees ro achicvc top perf()rnrance an.l lo
proYidc a clear link ben{ecn cach indi|idual and leam acri\irr
to thc strategic objectircr of the organizarion. In surnnar\, LNSR
u t i l i r e r  a  h . r l a n , e , l  v u r e , a r d  r ,  l  r , ,  j \ \ i \ r  m a | l . t H .  j \  I ' r  a 5 . c s r n H
and re\iewing perforfilance and ensndng a closc link ro rhe objec,
tives ol the organization.

Stage 5: Performance Review
The perfonnance reiie\\ slagc inrolres the meering betl,rccn thc
emplolee and the managcr to re\ier their asscssmcr)rs. This
mccting is usualh callcd the apptaisal mecrine or disclrssioD.
Thc appraisal meeting is importanr because ir prrJvides a fonnal
setdng in rshich thc cmplo\ee receives fccdbark on his or her.
perfbrmancc. In spite of its imponancc in perftrrrnance nanage-
ment, the appraisal meelirg i5 oftcD regarded as rhe "Achillcs'

heel of the entile process" (Kikoski. 1999). This ir becausc nanY
managers are uncomfortable pro\iding perlbl.nrancc fcedback.
particularlv rvhcn performarrce is deficicnl (Ghorpade & tlben,
1995). This high k:vel of discomlb , $hich ofie| translates inr()
arl\ietr and thc a\oidance of rhe appraisal inlcnic$, can be miti
gated through trainirrg those responsibJc for proridirrg feedback.
Providing fcedback in an ellccti\c manner is extremeh important
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because it leads not only io perforrnance improvem€nt blrt also

to emDloiee satisfacdon with lhe system' For examplc' a studv

i"r.rri'"n'-".. than two hundred teachers in Mala\sia' includ-

i"" i"alila"^r. -";,rt distinct chinese, MalaY' and Indian cultural

ir?l*.""ta", found that when the,v recei\cd effective feedback'

,fr., ?.ooa.d g..^t., satislaction with the 'rstrm e\en I'hen lhey

,.. i i ' .a t"* frtr".-an(e ratings {Rahman 20o6l Al lhi '  Pornr'
io*.n ., t"t .'.-ptt"tlze that people are apprehensi\e almrt both

recei\inq and gi\ing Prrformance inlbrmation and lhis dpPt ehen-

si.rn reiifor.e" rie intponance ot a lotrnal Perlormdn'e re\ ie\r as

oan ol anY performan( e mani{gemenl sv\lem For example Ja(r

W.t.t, r".-., CEO ot CE. ha-s addle\sed rhis issue in Inanv ol nrs

oubl i .  "op.*n.. . . in(e he rehred Al an apprarance in fronl  ol

i" l"aiJ'i. | "r abour t*o rhousand managers hc astc'i rhem il'

their orqanizations had integrity (Rogers, 2fi)6) A5 $as expected'

" "^, -'.1";," "f -."agers'-about 95 percent' raised their hands'

itr"" tt"L[a the saml audience if their organizadon's leaders

Drovide subordinates bith honesl and straighforward Pcrfol_

mance feedbat k. Onlv about 5 Percenl o[ lhe PeoPle rarseo

their hands. Avoiding giving negati€ feedback is \ery dangerous

becaus€ it conveys the message that mediocriry is acceptable and

damages the morale of the top Performers'
tn 

"*o.,  
, t . t ,  rhc aPpmi\al  meel ing is regarded as a rc\rcw

ol lhe pasl. lhal is. whal was done {resulls) and ho\'! rl \i'rs oone

it . touio.. l .  f - .*u-ple a suney including more r han l50orga-

nizations in Scotland showed lhat Perlorman( r managemenl svs-

;;; i; -;t. than 80 percenr oi organization' empha'i/e the

Dast {Soltani ,2003) Howeter '  lhe aPpraisal  meel ing \hould also

include a discussion of the emPloyee's development progress as

*.ff * pf"". for the future The conversation should include a

Ji"...rriin of eoulr.rrd development plans that the emPloyee will

i. .-o..i.a io achieve over the period before the next review

;;ttJ. i; addition' a good appi'isal meeting incllrdes infor-

-o,ion o" what new co-mpentation' if anv' lhe emplovee m2)

be receivjng asa result  ofhisorher performance ln\horl  lne

appraisal disrussion locus€s on lhe Pasl (whal has been done rnc

how), Ihe pres€nl (whal comPensat ion is Iecei led or denied as a

result), uni t}e l,.tu.. {goals lo hr alEined brfore lhe upcomlng

re\iew session).
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ln scneral. (;rossman aDd Parkinson (2002) offer.rhc follo$"
ing six recommendarions lbr conducting ellicrive pe.formancc

l. Identih whar the emploree has done l.ell anct poorlv bl. cit,
irg specilic positi\e and negadre beha\iors.

2. Solicit leedback fiom vour cmptovec abour (hese beha\iors.
Listen Ior rfacriotrs and explanariorr5.

3. Discuss the inrplirarions of changing, or nor changing, rhe
behariors. Positire ficdback is besr, but an emplovee musr
be made a$are ol $hat i{ilt happen if anr poor pertbrmance

4. Explain ro the enrplovec hor.ski  s used in pasr achic\emen6
can help him or her olcrcomc an.r 'curreDt performancc
problellrs.

5. Agree on an action phn. Encourage rhc emplo,vee ro in\esr
in improving his or her pcrforrnance b\ asking qucsrirrrs
such as '\lhar idcas do r.ou hare for _?. and ..i{,har sug-
gestioDs do You hale lbr _?"

6. Set up a mecrin€J ro folkxl up and agree on (hc behaviors,
actions. and artitudes ro be elaluated.

Stage 6: Performance Renewal and Recontracting
The final srage in the perlbrmance process is renewal and recon
tracting. Essentiall\t this is idenrical to the perfor.nrance planning
component. Thc main difference is that the rencwal ancl recon-
lracting stage uses rhe insighl-s and informarion gained fron rhe
orher phases. For exanlple, so[le ol rhc goals mav have bcen set
unrealisticallv high eiren an unexpccted economic do$,nrurn.
This ryould lcad ro setting lcss ambiiious goals for rhc upcomiDg
re\iew pedod.

The performarrce nranagement proccss incluclcs a cvclc rhat
star ls $ i th prer. , lu i \ i rc!  an. l  e| |ds Nir  h per l , , rman, e renct ldl  and
recontracdtrg.'l-he clcle is nor o\er afier rhe rcre$.al and recon-
tracung stage. [n fact. the process srarrs all o\€r again: rhere
needs to be a discussion of prerequjsites, including thc organi-
zation s mission and srrategic goals aDd rhe job's XSAS. Becausc
markets change, customcrs' prefcrences and needs changc. and
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Drodu.ts change there is a need to contlnuously monitor lhe

i..r*to-." i dral perlormance Planning and all lhe sut]

l.ou.n, .oe.r, are consistenl r*rlh lhe organizatron s \lraleglc

obiecLires. iecall that in rhe end one of the marn goals ol anv

i]li"r*""." *rn.e.menl slslem is to promole the achievement

ii "tg""t"t,i." *a"" goals bbviouslv' if managers and emPlov-

"." .i. ,to, "r"-. of thes€ strategrc goals' it is unlikely that the

o"at"a--aa --"g"ment system will be instmmental in accom_

plishing the strategic goals.

Additional lssues to Consider Regarding Team
Performance

A tram is in place when two or more peoPlr interacl d\rlami-

;il;; ;;,J;;;endv and share ̂  'o"on and valued

"li. "ui*i"., .'' -ission (Reillv & M( courw lg9l) Examples

:i;;;;*. from a group ot top managers working rogerher

i".oi-f".. &r an ongoing uasls with the goal of achievrng cor-

Jo.u," no"l. ,o u group of Programmers in India and the Uniled

i;;;;." p.3s.";-i;'s iode rhat eventuallv will be put

;;;;.' ,; "'J *i*are pro'gram Teams do not have ro be per'

rnln.nr, -a leam members do not have lo br in the same geo_

sraDhical location. ln [acl. leam memtrrs do not nred to have

l.. i  -" i i"  oerson lo br members of lhe samc team Aslongas

trt. *"ti id",n... "..a each olher' and share common Eoals' thev

ure consiaeia to be members of lhe same (eam Numerous orgd-

l;;;.;. structured around teams' including teams called

autonomous work groups' Process Gams' and self-managing work

teams (S(olt & Einstein.200l) '
Organizations (hat choos€ to include a team component ln

thJ!..fo.-.rr.. -anagement q/stem must Provide answers to

lhe following quesrons:

l. How do we assess relative individual contribution? How do we
' 't"'"* 

,i" .*,.", - which particular individuals have contrit>

.,iJ to i..* ..r.ttar How much has one member contr:ibuted

in relatioD to the other members? Are there any slackers or

i."otiJ.." "" aft. ,.-? ls everyone conributing to the same
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extcnr,  or:rrc snrne mcnrbrrs cofcr. iDg up lbr the la.k ol  c(nr
rf ibut ioD of orhers:

2. t lo$ do se balance inrtnidual and rcar)r  l rertb.  raucer How
can $e mo(jvate reanr reDlbers so that the\ supporr a col ,
lcct i re mission and col lecr i \c goals? In rddir i ( ' r .  h( iw do rLl .

rot ivarc tcaln mcn)bers ro bc accounurble aD.l  .cspoDsibl( .
indnidrul lv:  In () ther \ \ords. hoN rto r t  arJr ierc a goorl  t l | l
ance brtrreen rneasuriDe arrd re\\arding indi \ iduats in rcla
( io ro reanr Irer l i ) rntance:

3. Ho$ do rve idenri l \  indj | i ( tual  and rearr rneasrrres of l )ertor-
mancei Flol  can \e i . tenl i j i  rneasur.es ot per l i r rnranr.e thar
indicir te in. l i \ ic lual  per. ibrnrance rcrsrrs mcarures ot pcr l i r r
mancc thar indicare rei t | r  per lor rancei I \ ' t rcrc r toes indir id
ual pcrtarmance end antl ream pcrli)nnancc begin-: t'ill1lh.
basecl on thc\c rnerisu'e5, ho\\ 'do \e al locarc re\\ ,afds 10 indi ,
viduals versus teanr!:

l le.aD use the sanre si \  \ tages. lescr ibe.t  eirr . t icr  anct inclut le
team pcrformancc bl  lo l lo\ ing rhcsc \ ix basic prnrciplc\  (Salas,
Burkc, & Fo$l le\ ,  2(XXi) |

l .  I Iok( sut?.tou,. tm, t \  rcnl \  t  t?utt . , \s norct l  aborc. rher.e ar.c
di f ferent t \pes ol  rcar ls.  Rcfore a tean) co)nponcnt is inr.o
duced in the pcrfor l rrancc nranagcn)errr  svslcrn. \ {e nr,cd t()
makc sure rhc Lrrgrnizar ion has ic(ual reaDrs.

2. IIatu thc itn,.\tln.nt 1, ,r.a. /,a \lcasuriDe rcarn per.firrrnance.
as is the case \ \ i lh uleasruins in. t i | idual per l in.nrance, r :r tcs
trme ancl cf l i r rr .  The organi/ar ion musr be rea.h lo make rhis
i n \ r . r n r . ' | r  l , , r  ' 1 , ,  n ' e a n r ' . .  r u  \ i e l . l  !  t  t  d . r ' d

3. Dc.JIn( ncasuft at gaalr rlearir. Defining ho$ rhc (tar.t wilt be
used (fol .  example. adminisrrar i \c \ers s. tc\r loprnenlal  pur,
posc5. or borh) is r  decision rhar rnrsr bc kken bct inc rrea-
sures ol  (carn perfo.tnance arc designed Ar is rhc case rvi th
indnidrel  le lel  drh and discussed rhroughoL,r rhe bo(,k.
there arc di l lercnt var iablcs thar musr be takcn iDt()  a. .oLrr) t
in relat ionship lo rhe mcirsures prrrpose (tb.  cxample. $hal
Irill bc dre soruces ol dirra, horr dara r\ill bc colle.red. an(l
so lbfrh).

t
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4. (lse a multiaAlhod awoa'h lo neasumnznt' The measurement
- 

.ri't."- p..f.,..t"'ie is complex Thus' multipte methods

and souries of data are "t." "...".1:;or^r/proceseoriented

b- Focus onPt'ess as,u?t! ̂ 
Ti':1::::'**l f"r individuar as rbr

me:rsures as well as results are as ul

l*r',:*xlm;rmm:lTliT:;ITi;"i11"""i"'ll;
be used within lhe (  ontext of  managing leam prr 'orman'(  

i
6. ]y,p&\uv lang Inm tnangu Aldough \horl-term Processe' arru

resuhs are easier to measure' rt rs rmpofiant to also consider

ionnla..- -....,..t "f Performance Team Performance must

i. ia-ot.d o*". u "-iet.v of contexts and also olcr ttme'

( ionsider each of the sages of rhe Per lormani e managrmenl

o';.:;;h;;-i" F"ure I"l and how thev can bc modified to

l..o,,,'"odur" d redm componrn,. t'^,; 
;f;ill'l: ::'.';l:'i}'j;-

in addition to considering the team :s

ff;*;;;if "tto'n'i"ar'ia"'t' to make a positive contri-

i irt""-- aft. ..*. these include not only KSAS related directly

i" itt" ,*t at hand, such as a programmer who needs to nave

i"".Lag. of ihe programming language These are KsAs that

r." ..o.lidt" .ottdu.iie to team Perlbrmance such as commu-

itlt,i", ilrt,"" -aking, collaboration' rcam leadership' and

*ie.-i"iiCr'."g Dairiw & Moore 20o5i Reilly & vccour rv'

lgs8, R;'.*,". eib. & sa'oie 20{16) Resar:l':i:'.:lliJ;:
Dlanning, this suge must include

!;';;:i't. ;*;trJ ;xpected or the ream brhariors e\pecred

lii.'-1".-u*r, .ti d'r'elopme"tal objectives to be achieved

;; ;;. ;- and its members- Regarding Performanc€ execu-

t.",-L.- -.-f.* teed to be committed to goal achievement

;;'.;;;il ;k. a Proactile role in seeking feedback rrom one

onottre. as wett a. fiom the supervisor (if there is one) ln terms

;;; i ; ; ; .  **"ment' al i  team members musr e\aluare one

;;5;i;;{';;;,".e as wel as rhe oerrorman'e or the team

overall. ln addition, d'e s"petT v'r t'raiuates the Performance'of

.;.;;; ;-";;' * well ; that of the team as a whole Finallv'

ffi;;;;;;;;.; ,.ams also etduate the performance of.the

;;;. il;;;;H "pPlv onlv if members of other teams ha\€ tirst-

funJ "*p..i.n." *itrt 'he Perfbrmance of the team in question
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Itisimportant to emphasize ahar three q?es ofp€rformance need
to t€ assessed: (l) individual performance regarding task perfor-
mance, which refers to the specific activities required bv one's
individual job, such as a programmer's abiliry write qualiry code;
(2) individual performance regarding conrexruat perfornance,
lvhich refers to specific activities that contribute to team perfor-
mance, such as team members cooperating with each other; and
(3) team performance as a whole. Regarding rhe performance
rcview, at least two me€tings are needed. First, rhe supenisor meets
with all members of the tearn together. The focrls of this meering
is to dis{uss overall team performance, including results achieved
bt the team as a whole. Informarion for this meeting comes liom
!€am membels e\,aluating their collective performance, other teams
e\"luating the team in question, and the superiisor's e!?luation,
Second. dre supervisor mects with edrh (ram membcr indir'idltall\l
The focus of this meering is to disflr-ss how r}e individual s behai-
iors conlributed to team performance. Inforrnation for this meec
ing comes from individuals eraluating their ovm perform2nce, peer
ratings of the individual's performance, and the supervisor's elalu-
ation. Finally, the performance renewal and recontmcting stage
is identical to the perfomance planning stage; howercr, perfor
mance renerral aDd reconl.i_acting uses information Fathered dur-
ing the review period to make adjustments as needed. For example,
some new key accountabilities and competencies may be included.
C,oNusely, some goals may have io be adjusted either upr$rd or
dovrnvrard.

In short, including team performance as part of the perfor-
DUmCe mzmagement svstem involves the same basic components
that are included in individual performance. An imponanr di!
ference is that, in addirion to individual performance. the svstem
iocludes individual prr formanre as ir aflet a lhe luncrioning ol
the tean, as well as the p€rformance of the tearn as a whole.

Pertomance Management Best Practices
What do we know about performance management best prac-
tices? What are ahe featur:es of a performance management s)stem
that are likely to produce good resuks in terms of individual, team,
md olganizational p€rformarice? The following characteristics are
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likel\ to allow a p€rlormanre managemenl syslem lo be su( cessfu]'

."a *t.-i"f ui. .ft"pters in t}is 6oot descritr thest leature' in

i.oif. N",. ,ft.a p*.tic,l consttaittts may ttot allolv for the imple-

irJta,iot or "I'*.". features' The reality is that perforrnance

;:;;;;.t, s'vsrems are tldom imPlemrnred in an idcal wav

,'ti.ei"-, Hi.ii g c.*y.2005t For example there mav not be

\umcienl tunds lo deliver raining lo all PeoPle involveo superu-

v)rs mav have bias€s in how they provide Perlbrmance radngs' o-r

oeoole may be iust luo busv lo Pav altenlion lo a ne\4 olBanl'/a-

i""!i-r.i"lti". 
",r'" 

requires rhiir dmr and a(ention However'

*'.1i."J.*-.tri"".rs' we should strive to place a check mark

;;; eJ of these chamcrcristrcs: the more featu:es that are

.fr..t a, ,ft. -".. f*ely it will be that the system witl live up to ia

promis€.

. Strakli. tott!ru.nc?- The wslem \hould be t ongruenl with.$e

".i l"i-"L-i-""n s straregv ln ot.her words individual

"." i "  ^"" # " f  igt .a widr uni iand organizauonal goals 
. .

. ithortuehnz:s. The system should be lhorough regarorng

;;;";i;;;:-".. First all emplovees should be evaluard

(in(ludinq managers). S€(ond all major iob respon\lorn-

rl". shouid be evalualed (including brhaviors and results)'

Third, the evaluaEon should include per formance spannrng

lhe entirr reriew Period nol just lhe few weeks or montns

before the review. 
_finally' 

feedback should be given on posr-

;;;;;.;;;r;.. *pects as well as those that are in need of

imProvement.
. nia;^t;n. Slstems that are loo exPcnsive lime<onsumrng'

and convoluted will obviouslv nol be effective (;ooo eas!-

;;.;;;; (for example, performance data are entered

J. "...lni."art ."r*arei are available for managers to helP

G- -uL a"ii.iott.. Finally, the benefits of using the system

ir"t_.""-tr., increased pirformance and job satisfaction)

irr"., u .t " * out'neighing the cos6 (for example' time'

eflorr, exPense) .
. M?aninc[uln?s5. lhe s]slrm musr be meaning{ul in sevelal

*u"t fi*, tft. .o"a"tds and elaluations conducled lor each

i"u i".ri". mu\r be considered i"p-T' 3ld-i:l:'-T":
Lcond. performance assrssment musl emPhasize only tnose
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functions that are under t}e control of the emDlovee. For
example. there is no point in lert ing an employ;e know he
or she needs !o increirse the speed of service deli!€ry when
the supplier does not get the product ro him or her on time.
Third, evaluations musr take place at regular inten-dls and
at appropriate moments. Becaus€ one formal e\.aluation
per year is usually not sufficient, informal quarrerlt reviews
are recommended. Founh, the system should proride for
the continuing skill developmenr of e\,aluators. Finally, the
results should be used for imporranr adminisfiative deci-
sions. People will not pay attention to a slstem that has no
consequences in terrns ofoutcomes that they lalue.
qp"dl.rry. A good system should b€ specific: it should provide
detailed and concrete guidance to emplovees about what is
exp€cted ofthem and how they can meet these expectations.
Identifution of effecttue ann in4fectiae pe{om.an(z. The perfor-
mance management system should provide information thai
allows for the identification of efiective and ineffective per-
formance. That is, rhe slstem should allow for distinguish-
ing between effective and ineffective trehaviors and resuhs,
lhereby also allowing for the identification of employees dis-
plafng larious levels of performance effecti\,eness. In rerms
of decision making, a q'stem that classifies or lank all le\€ls
ofperformaDce, and all employees, similarly is useless.
RcliabiEry. A good sysrem should include measures of perfor-
mance that are consistent and free of error. For examole. if
iwo supervisors prorided ratings ol rhe same employe; and
peformance dimensions, ratings should be similar.
yd&diry. The measures of perforrnance should also be ralid. ln
this context, lzlidity refers to the fact that the measures include
all relel?nt performance facets and do not include irrelel?nt
performance facets. ln other words, measures are releva.nt
(include all criticil performance facets), not deficient (do nor
leave any important aspects out), and are not contaminared (do
not include factors outside of the contlol of the emDlovee or
factors unrelated to performance). In shorr- measurei include
what is imporlanr and do not ass€ss what is not important and
ouaide of the control of the employee. For example, the gon-
dolieri in dre City of Venice (Iraly) have had a perfomance
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managemenl ststem lot about one rhousand vear s {trhntton'

:ZOOIrl,l-"ne'",h., relerant performanr^e dimehions older

rersions o[ thc p€t lorrnance manaSemcnl s]sFm lequlreo

"""lJi".i ," a.."""u-ale tieir level of rowing skills and rhcir

lbitiry ro rratt"pon people and goods salelv The\e are clearlr

,.1*" i ai-.Jt.i"tl. ot".u.t 
-'-ttt 

slslem was (onuminatrd

because it included ahe following requirement 
"E!€ry btother

shall be obliged to confess t*ice a yeif, or at least once and rt

xi., u t.-lie, tt. t *ains impenitent, he shall be expelled '

I{iom the sondolieri guildl."

a,it"tit;fr and @;". A good srstem is aceeptable and is

p.r,'eirtd ,s lair bu ,ll ParticiPanls Per( ePtion' of faimess dre

i"Oi..,it., ."0 the onlv wa1 lo know nhefier a s\srem is seen

^ i"l. l. ," ask the panicipana l!'e can ask about distribu-

rive iustice, which includes pcrrepdons of the per formaneP

evalLiaLion receired rclatrve (o lhe work per lormed and Per

ceptions of the rewards received relati\€ to the elaluauon

reieired, particularly when the s_tstem is imPlemented across

."r"-" . . ' f -  example di f lerences in perrepl ions. mav be

lound ln (omParing emPlore€s from more lnolr loual lsu'

tfor examplc, the United Sates) lo more (ollectivistic (fol

exumot.,  i . , rea) cul lures (Chang & Hahn 2006l l l  a di \cretr

ancv is perceived between $ork and elaluation or between

"naiuarion and rewards, then the system is likely to be seen as

unfai. In adaition, ,ne can ask about proceduraljustice' which

inrludes per(eptions ol the Prorcdure\ usrd lo determrne

,'rr. r"J"n'. * tiar as r}re proctdutt' uttd lo linl mtings wirh

i.*ora.. 
"g....t.. 

a good system is inherendy discriminatory

*.. l-pf"v..t .ifi'receive Etings that are lower than those

receired by other emPlovee\' Howetrr' r'e should stnve (o

a.r.t.,o .ri,"rrr" lhal are reFarded as fair from bo$ drstribu-

tive and proceduraf perspectives becaus€ each ryP€ ol jltstrce

DerceDtion leads to different oulcome\' For examPle a ptr_

:;;;;;", fie srsrem is nor lair llom id disrriburive poinr of

"i.[i. iit fv ," f."a ,o a Poor relationship between emPloyee

"rJ **rvi*. ""a f"*.red satisfaction of the employee with

J. ." i r .^ i* t  on lhe other hand a percePtioi . thal , the

srs(em is unfarr lrom a plo(edural poinl ol vie$ ls llkely to leao

to decreasrd employei cr,mmitmenl lowwd lhe olganizdtron
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and increased intentions to lea\.€ (Erdorgan, 2002). One rav
!o improve both disEiburive and procedural justice is to set
clear rules that are applied consistently bv all supenisors.
Inclusiomess. Good ststems include inpur from multiple
sources on an ongoing basis. Firsr, the evaluation process must
represent the concerns of all the people rvho will be affected
bv thr urr lcome. ( :onsequcnrl \ ' .  emploree\ mu\r par t i (  ipate in
the process of creating the sr4item bv pro\,iding input regard-
ing what behaliors or results will be measured and ho*.
Second, input about employee performance should be garh-
ered from the emplovees rhems€h,es before rhe appraisal
meeting (Canley, Keeping, & l-r\},, 1998). In shorr, all parrici-
pants musr be given a voice in the process of designing and
implementing the wstem. Such inclusire s,vstems are likeh
to lead to more successlirl sysrems, including less emplovee
resistance, improved performance, and felrer legal challenges
(Elicker, Levr, & Hall, 2006),
Oy'?zrurs- Good systems have no s€crets. Firsr, perfomance is
eEluated frequendy and performance feedback is protided
on an ongoing basis. Therefore, employees are continually
informed of the qualiry of their perfbmance. Second, the
apprairal meeLing ronsists o[ a iwel{?\'communi( aLion process
during which information is exchanged, not delivered from
the supenisor to the employee without his or her inpur. Third,
standards should be clear and communicated on an ongoing
basis. Finall,r', communicarions are facrual, open, and honest.
Caftdabilir. The process of assigning rarings should minimize
subjectire asp€ct$ however, ir is virtually impossible to create a
slslem that is completely objective because human judgment
is an important component of the evaluarion process. \fhen
employees p€rceive an error has been made, there should
be a mechanism throueh which rhis error can be corrected.
Establishing an appeals process, rhrough which emplolees
can rhallenge what may be unjus( rle.isions. i\ dn imporran(
asPect of a good perfornance management system.
Standad;zalint. Good systems are standardized. This means
that performance is eraluated consistendy across people and
ljme. To achieve this goal, the ongoing rraining of rhe indi-
viduals in charge ofappraisals.  usual lv managers. is a must.
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. t nt.art Good systems comply with ethical standards opera-

*i*tig;*x,*1ffi trummffi i:fi ,Hi
fi#;;;;;; o'iv p"fo'"""" dimensions for which

.iii* *m.i.", mr"rmadon' and the privacy oflh€ employee

i, t .p..,"a 1.f naan Stone' & Stone-Romero' 1999) '

How do we know wheth€r dre performance management system

: i:*#*:;*ill]il:il:,-"f ff I :ffi,fr 
"'1i#!;

ni:k;l *.1;ll*ir',il,T'ff ::T:1";:T il'H?T, I;
';;' ;;;'.;,;;'-.ruding arr or'' 

:,1:ffi.:,?'$lU;ii.:.]:f; %"J,:J: ffi:'1ffi ttH*:sr;t*lit,'*i
pilot-tesr provide feedback on any possi

'ili'lli,"ti;T,il;Iritor-rest mav revear rhar rhe srstem was nol

n'***. :*:trlilil$h''il1'11 ;ll;.'#l l:"il] ;:
:;;""fi s* *fil':l':lt d$i".sil W.-:l r:
il: s,ilH'tr iff :':"ilfl#ffi #+itt1,rlil*:*;
:i,:;[:'J-::ji1*Liiil?"illllffi ;;:;;;;rJ..i"..*"i"g
5i o. "p'"- u.r."*. r, : t-o!l:lj:u"ffiXfriT-#f""; IXH:
particular example, the insruments wo

'"1r1'loli'.'ll**r..-9r._:'jlfl 
l*'ffi lr*T'.'.:ll;

ffi"Jilil[*":i':"|i''#J:Ilft 
",-i"i;".""J'*'"'i"r''

Ll;*JlLH,:*l;'"$:ff :H:f"f f ff fl:iyJi !:L:1
l*lL::lir*n;TiT;Tll'ff ll.e'"?$:iff"*:.':""I'::
L ,. .*pr.' tlre United States federal c*"t:1t T::.i:'.".

:rsru ";sl:rmffi 5ffi : tr':.T J?.fi ;};l
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ser€ral lails harc bcen passcd rlral r)andalc fcclerat agcncies lo
develop a stratesic plan. a perli)rnrance plan, anrl a pcrfornrancc
reporr.  . { l thoush rhese ini t iar i \es (oncern aqencies aDd nor incl i
r iduals,  Lr l r imareh the perl()rmance ol  an\ agen$ depeDds on
the perlormance of (he indir iduals $.r :rrk irg in rhat uDi l .  The ne(
result ol sLLch larr's as the (;.trcrnnlenr I'erlbnn:rnce and Results
Act is an increase irr  ac.ouorabit i r \  ar)d l i l | rding al to.ar jon bascd
on perlbnnancc. Thus. ladcral aecDci€s arc requifcd to e\aluare
the rclative efficien.\ c,f rheif \ari(nrs nraDagemcnt re.hnjques,
including pcrformance nranaserneDl s\ stems.

E\aluat ion da|a should inclurte reacr ions to rhe \vsren aDd
assessmcnts o{ rhe svsrc t s opcr:ltir)Dal anci re.hnjcal requjre
menrs. For exanrple, a .onf idenrial  sune\ coutd bc adminisicr cd
I o  a l l  .  r p l , ^ c , .  d . l i n {  d L " ,  r  I ! . r f p r i , , r ) .  : r n d  : r r r i r r r r l - s  . r l , u r r r
the svstcnl. This surr$ can bc adminisrcred during the iDirial
stagcs of implemenratiol and then al rhe end of the lil.sr reviet!
c,vcle to lind our \\'hether (here ha\c beeD anr chanscs. In adcli
tron, regarding the s\'srelri s resultl. one can assess pcrf()rmance
ratings over tilrle k) see rvhar positi\.e ellccrs the implernenration
ofthe slstem is haring. t inalh, iDter l ic$s can bc cond . lcd i { i rh
key stakeholdcrs. inclrrding malagers ald emplor.ees rho hale
been inr'ohcd in de\cloping ancl irrptcrnenrire (he pertbrDraDce
management s.r'stem (llarper & \'itkinas, 2(X),-,).

Seieul additional nleasures can be usecl on a regular basis ro
monitor and evaluate thc s\.stem:

Numba of inttntituals h,alu(k.f. Oft of rhc Dx)sr basic meas
ures is to assess the n[n]ber of en)pbvccs $ho arc acrualh.
p d I | i r i p d l " {  i n  r l r d  { \ r ,  r .  t t  p . f l o ' r n d n , (  F \ a t  J r i u  .  l r J \ .
not bccn completed for some ernplo\ccs. r|e nccd to flnd
out who thev are and r|lrr a pcrformancc review has not bcen
conlplered.
Dstibution oJ po|rna'r.? ,1rringr. An iDdica(or of .tnal;rv of rhe
perioruunce asscssments i\ trhelhcr all ol. most s.orcs are too
high, roo l()$, o[ clunrpcd around rhe cenlcroft]e disribudm.
This m:rl indicare inrenrioral errors sn.h as lenien(1r selerin!
and ccntl.al rendencil f)istribulior)s of perfonnancc rarings can
be broken do$rr br rrnit and srrpenisor ro derernline r,he{her
anl, ren.ls exisr rcsarding mling disrortion ancl {,hether these
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distortions are localized in Patlicular units Note that there may

be exceDEonai unil-s in which mo$ emPlovres are outsEnding

DerformeN and units in which most emPlo,vees are poor p€r-

ibrmers. This is the exception to the rule, however' and such

distributions usually indicate inteniional errors on the part of

ratels.
Ouali' ol inlonntion. Atrother indicatol ot qualiiy of $e per-

il.*un.. "*r.*...no is the qualirv ol thr information PrG

vided in the opentnded sections ol the lorms For example

how mDch did the rater rrrite? What is the relevance of the

examDles provided?

o'al;k ot oatornanu di-l..asion n?ating A confidential survey

.]n # ai"ttit rr"a t" ^ll employeeson a regular basis to gather

informatron about how the supewisor is managing the PeF

formance discussion meetings. For example' is the feedback

useful? Has tbe supeftisor made resources atailable so the

employee can accomPlish the development Plan objectives?

Hoir reler'antl,r,as the Peformance reliew drscussion to one's

job? To what degree have development objectives and plans

been discussed?
ir^ *rirlont r. n .ontidential survey could also be distrit}

"J ," "it-* the perceptions of the ststem's users' both

raters and mt€es. Thit ao*ay can include questions about

satisfaction with equiry' us€fulness' and accuracy'

A4rall costngnfil ntio. A fairly simple way to address the Per-

ceived overall impact of the system is to ask particiPan6 to

rate the overall c;st/bene6t r:atio for the performance man_

aeemenl svslem. This i\ a t'?e of boltomline quesuon lnal

cln provide convin< ing evidince for t-he overall worth of the

""",.-. 
.Iittl" perceivei cost/benefit ratio question can be

asked in reference to an individual (emPloyee or manager) '

her iob. and her orqani/ational unil Nole rat lhe Per(eived

.orr7b.n.fit ratio muy n.,t be lhe samr as the aclual (osl/

benefit ratio. However, as is the cas€ with most organuatronar

interventions involving people (Farmer & Aguinis' 2005) ' per-

ceptions are crucial becaus€ they will determine the amount

ofsuppon and resources to be allocated to the interventlon

Irni;i rl and oryaniutkn+u?l pPrlomtnta Another indicalor

that the systern ii working well is prorided by the mealiurement
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of unir-  x d orqanir :rr ioD le\el  pcl fonnan.c. Srrth per. tor.-
nan..  iodicatofs nr ight be .Lrsronrer sar isfa(t iorr  \ r i rh spc-
ci t ic Lrni ts and irr( l ic:rrols ol  rhc I inancial  p(r  fumaD.e of tLc
rar iou\ unirs or rhe org:rDiTat iur as a tholc.  \ \ 'e De(d t()  l )e
arLare that i l  rnal  rake \()rne r ime l i r  thalges in in( lnidual
ancl group pcr l i r rrnancc lc\r l  r ()  be rrandared inlo Lr l i t  an. l
organizrt iorr  level fcsul15. \ \e shorr lc l  nor erpccl  resnl | i  as
s(x)n:rs thc srstem is inrplementcd: hor le\ 'er. .  1vr \hould slar l
Io scc some ransible resul ls r !  r l )e uDi l  lc l t . l  a lerf  morrrhs
: r(r  the svs(cm is in plac..

Conclusion
In todav s global ized, { :st  pace.t .  rnd i r terconnccrct i  world.  i (  is
relatileh cts\ k) f{ain irccess r() lh. cornperirioD s rcchnologl a d
products. ' lhank\ 

r{)  rhe Inrernrt  a:rct  rhc acconrpanrinq high
speed of c(DrmLUric:Lt ior ls.  lcchnologi.al  al ld prorhr(r  ( l i f fer.en-
t iat ion is n()  longel a k.  conrperir i r t  at ] \anraee i l l  nr()sr in. tus,
tr ics.  For c\arnpie, most balks ol ler rhe same t \prs ot prod{rc(\
( for examplc. di l ler. t l r  t \pes ol  \a\ i  gs a..()rnt ls and ir ] \c\rrDrrrr
oppofruni( ies).  I l  a par t icul :rr  banl decides ro offer i  nc\L t ] l  od
uct or scr! ice ( lbf  r . \arnple. onl i l rc baDking).  i t  \ { i t l  r lor bc lo)g
unt i l  rhl j  competi lors ( t ler prcciseh rhe sarJrc prod . l .  Ai ,  noted
bv. lames Kel lc\ ,  per lofmarrce manaqcrrenr projccl  l rader ar
Idaho Poler:  Technolog i j ,  a laci l i r i l lor,  but nol  a guaranror,  () f
ef fect i lencss of el l i . icncr of a companr's $orkJi) .cc (GeDeral i  g
buzz, 2006).

Organirat ions wirh mdivalcd and |ale l (( l  enplovc(s ol ler
ing outsurrrding serlice &) . \lorners are litclr to pnll tihcr,(l ol
t j le competi t ion. i j \en i l  tht  prrxiucrs ol lc|ed are sinr i lar ro thr)se
of lercd br '  (hr conrperi lor! .  ( ]Lrsromcr.s rranl  ro ec( t l re r igh(
an${er i r t  rhr r ight r imc al lc l  rhev \ !alr  t ()  receirc r j rc ir .pl1rclLrcrs
and serviccs pronrplh aDd accLrrateh. ODh pcople can nrake
these thiflgs happtn and prtxlLrce a susrainablt competirirc adlan-
tage. Pcrfi)rmance rnan:rgcnrcrrt silsrem\ ar e te\' ft)ols rhat caD be
used to tmnsfb. r people s trleDt aDd nrotilati{m inl(' l \traregi.
business advrnrage. Unlirrrunarel\r allhougtr 1)6 perccr)t 01 HR\t
profcssionals report  thar pcrf i rr .nancc rnanagemenr is their  nunr
ber one concern, fc\cr than l2 pcrcenr ol  HR erecut i \cs lDCi
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rechnology managers believe that theirorganizdtions ha\e align(d
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