HA on Camris HR Managem ent

Model review system focuses on future performance

MINNEAPOLLS — Performanee evaluations should be
elumnated, according o Christopher Lee,

“Iraditional appralsal systems foous almost exclusively
on past performance,” satd Lee, human resources director
at Bates College.

Such systems arouse anxiety because pay and recogm
tion are tied to these annual “report cards" and review
sessions feature one-way commumicanion rom managers
about how employees met or faded o meet performance
standards, Leoe said.

Speaking al the College and University Professional
Association for Human Resources nationul convention,
Lee sald HR executives could eradicate employee-man-
ager [riciion by foousing on future performance.

You could improve performance, employee relations and
achievement of instrtutional goals of you implement a sys
tem free from evaluations,

Bates has operated such a system for the last several
years, bul Lee siud he wanis to improve on it and create a
new universal model for performance management. After
reading around two dozen books on the sublect, he says

Evaluation contains many fallacies

Bates College HR director Christopher Lee's research
on performance evaluabon uncovered the followmng'

Myth: A well-designed PE system always works well.

Truth: It won't work if PEs are nol completed.

Myth: Onea size fits all.

Truth: Different types of professionals have different
needsirequirements.

Myth: Supervisors accurately rate performance.

Truth: Supervisors have various motivations and
pressures to give good ratings.

Myth: PEs are a necassary avil,

Truth: Many suecessful organizations don't have PEs.

Myth: Linkmg pay to past performance will motvate future
performance

Truth: Research does not support pay as a motivator
and merit increases do not work in bad ecanomic times.

Myth: Apprasing performance 1s enough.

Truth: Bad behavior undermines good performance.

Myih: Progressive discipline occurs inside the PE process.

Truth: Progressive discipline occurs separately.

Myth: A wall-tramed supervisor can overcome rater mas

Truth: Everyone is human.

Myth: Supervisors keep detailed records

Truth: Many supervisors starl tracking performance
just before PE sessions.

Myth: Managers give subordinates encugh feedback.

Truth: Research shows there is never enough
communication. ™=

HR expert provides solutions

Perfurmance evaluation is flawed because it is based on
past problems, according io Christopher Lee, HR director al
Bates College. Suparvisors should provide fesdback without
appraisal, he sald. His other suggestions for solving traditional
parformance managemeant problems included:

* Focus on the work, not the individual. Tailor PE fools
to the work being periormed. Align job descriptions with
organizational missicn and goals.

* Encourage a dialogue between supervisors and
employees. Employ the coaching model and create an
environment where feedback |s expected.

= Focus on the future. Avold punishing past sfforts and
concantrate on improving or sustainmg good perdormance.

= Mamage behavior. Give sxamples of good/bad behavior.

* Hold frequent progress reviews. Require monthly,
short mestings. :

= Create a performance log. Keep a portfolio of
parformance events that 18 reviewed by supervisors and
employees. Ban new infarmation at end-of-year inferviews.

* Fix managers. Hold supervisors accountable for the
fimeliness, accuracy and thoroughness of performance
evaluations. Train and suppori managers.

* Make employees responsible. Have employess identify
and eliminate performance challenges

= Fix the organizational culture. Adjustmanage the
culture, environman!, systam, poficles and procedures that
impact amployea perormance.

= Do not link pay with performance. Use money as a
reward, not a motivator. Recognize when possible and seek
to support intrinsic rewards

* Reward results as they occur. Creats a limited and
public merit pool and provide different amounts for large and
small secomplishments by individuals and depanments. =

experts note common fallacies of current systems and sug-
gest solutions to problems.

Lee's model ineludes a daily performance log kept by
supervisors and emplovees and a portfolo of performandce
indicators and events. It has frequent progress reviews,

The ldeal performance management system does not
tie pay to performmance. Lee said, "Yoo should be hooest
and lell people that you don't pay what they are worth,
but whal thewr job 15 worth.”

Money should be used as a reward, not a motvator, Lee
continued. Rewards should be given "on-ihe-spot” for ex
emplary behavior and resules. he sald. HR executives should
also create a lunited and publle merit pay poal to provide
rewards (o a small percentage of nominated employvees. A
commutiee of serlor leaders from the institubion should
select anid announee award recipients and amounts. B
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