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p. 1 no one likes them
p. 2 intended purposes are: good communication, improving performance, motivating and helping employees with their careers, fair promotion and pay practices, reliable legal documentation, and properly documenting counseling and corrective actions
p.3 Questions asked: why do you use performance appraisals; do they accomplish your intended goals; what are their real effects; do you really need any kind of performance appraisal system; if not, are there alternative ways to accomplish your intended goals?
p.5 This book questions underlying assumptions behind the use of performance appraisals; return to authenticity in communication, giving feedback, and partnering with employees; redefining the roles of managers and employees; giving leaders the freedom to choose for themselves the most effective ways of working with people; refocusing on outstanding organizational performance.
p. 14  “The practice of performance appraisal is a mandated process in  which, for a specified period of time, all or a group of employees’ work performance, behaviors, or traits are individually rated, judged, or described by a person other than the rated employee and the results are kept by the organization.”
p. 16-17 Functions of appraisal
1. Improvement.
2. Coaching and guidance
3. Feedback and communication
4. Compensation
5. Staffing Decisions and professional Development
6. Termination and Legal Documentation
p. 22-23 chart of underlying assumptions
p25 Assumption: One appraisal process can effectively serve several functions at the same time.  This assumption is a key contributor to the dismal track record of appraisals.  The purpose is confusing and ambiguous to raters and rates.
p. 31 Alternative assumption: The multiple purposes of appraisal can be better achieved by separate processes.
p. 28 Assumption: Where do I stand? i.e. People want to know and need to know where they stand, and appraisals tell people where they stand. This smacks of paternalism and a disempowered workforce. (practiced by both men and women).
p. 31 Alternative assumption: People want to clearly understand and access the knowledge and information that influences decisions about their pay, promotion, status, and future. 
p. 30 The organization and the supervisor are responsible for individual employee’s morale, performance and development.
p. 31. As healthy adults, people need to be responsible for their own morale, performance, and development, with and without support from the organization.
p. 40  “What do we do when we feel we are out of control?  Often we hold onto familiar things, what worked in the past, or so it seemed.  The performance appraisal allures us with its illusion of control, the illusion that we are tangibly taking action to ensure order, accountability, desired outcomes, and improvement in an unpredictable world.   Appraisal gives us documentation of people being encouraged to improve.  This feels good because, by holding conversations about improvement and filling out forms, we believe we are making people accountable and getting improvement.  This alluring but false impression has enabled appraisal to survive amid managers’ sincere attempts to apply a new philosophy. “
p. 42 New thinking
· “An organization, because it is a system, cannot be significantly improved by focusing on individuals. 
· The choices of commitment and responsibility must be left to individuals if they are to be meaningful and effective. 
· Less structure and control over the individual employee often will result in greater motivation and productivity. 
· Employees cannot be motivated to perform their best, but conditions of openness and trust can unleash intrinsic motivation, spirit, and heart-felt commitment to organization goals. 
· Focus on improving the overall “system” of the organization yields better results than trying to get employees to improve their individual performance. 
· Organizations can survive and grow only if they are freely evolving systems, where variation, differentiation, and diversity are valued as pathways to innovation and improvement.”
p. 51 Conventional assumption: “Improving individuals’ performance improves organizational performance. “
Alternative assumptions: “Improving systems and processes improves the performance of the organization.  Individual improvement initiatives are most effective when they are combined with serious efforts toward improving the work climate, systems, and processes.”
Appraisal as a rating tool (chapter 3)
p. 56  Appraisals’ record of inaccuracy and inconsistency
categorization and stereotype tendencies (perceive people by categories
people I like favoritism
gender, race, and age bias
p. 58-60 Rating errors: leniency error, severity error, central tendency and range restriction error, halo and horn errors (use of one dimension affecting other dimensions), recency error, fundamental attribution error (see other’s success as a matter of luck and their failure as a reflection of their incompetence, laziness, or something within their control, and self-serving bias (raters inflate rating to make themselves look good). 
p. 69 Conventional: An evaluative process can objectively and reliably assess individual performance. Supervisors and raters are fair, objective, and unbiased. 
Alternative assumptions: Evaluative processes are largely subjective. Most raters and supervisors consciously want to rate people fairly. People unknowingly bring perspectives that distort perception and unknown biases when rating other people.  Training and objective formatting can significantly reduce perceptual and evaluative biases and rating errors, but cannot effectively eliminate these problems.  Rating formats designed for a single purpose work better than multi-use ratings.
p. 70 Conventional: Supervisors and rated employees will not try to manipulate performance ratings to get desired outcomes. 
Alternate: As raters and rates, people will attempt to manipulate and distort ratings to get predetermined or desired results, often with positive motives in mind. Multiple raters may be more reliable than a single rater, especially with a collaborative process and clear criteria, to be applied for a specified purpose.
Conventional: Raters can adequately distinguish an individual’s performance from the situational constraints (the system). 
Alternative: The system is the greatest influencer of individual performance, making it difficult to ascertain any person’s specific level of contribution. The few people who are exceptionally good or bad performers may be distinguishable from others, especially over a few years.
Chapter 4 Coaching Employees in the New Workplace
p. 82 Peter Block’s observations on appraisal
“Performance appraisals are an instrument for social control.  They are annual discussions, avoided more often than held, in which one adult identifies for another adult three improvement areas to work on over the next twelve months.  You can soften them all you want, call them development discussions, have them on a regular basis, have the subordinate identify the improvement areas instead of the boss, and discuss values.  None of this changes the basis transaction … If the intent of appraisal is learning, it is not going to happen when the context of the dialogue is evaluation and judgment.” (from his book Stewardship, 1993, p. 152)
p. 99 Do ratings and appraisals ever make sense?  Yes. when necessary and useful for probationary employees, for legal reasons (see chapter8), for particular coaching and counseling needs. 
p. 112-114 Conventional and Alternative assumptions
Chapter 5 Feedback that makes a difference
p. 118-120 Effective feedback happens when: 
1. the feedback giver is a credible source
2. the feedback giver is trustworthy
3. the feedback is conveyed with good intentions
4. the timing and circumstances of the feedback are appropriate
5. the feedback is given in a personal and interactive manner
6. the feedback message is clear
7. the feedback is helpful to the receiver

p. 143-4 Feedback in lieu of appraisal It requires an orchestrated effort on many fronts to collectively spark a cultural shift, one that will transform people’s perceptions and thinking about feedback at the deepest level.  It can be achieved by four measures:
1. Create a clear vision of the culture your organization desires.  Foster a shared vision. Have leadership espouse and practice values  that supports effective dissemination of information that leads to improvement.
2. Enlighten, educate, and train people about useful feedback (p. 144-5)
3. Provide structures that encourage and support individual feedback (p. 145-6)
4. Raise awareness and use non-feedback communication tools (p. 146-7)
p. 151-152 Conventional assumptions: 
Chapter 6  How do we pay people without appraisals?
p. 157-8 Unintended consequences of incentives:
· incentives kill intrinsic motivation and interest in work
· Rewards punish and cause fear (if expected but not received)
· Rewards rupture relationships
· Rewards precipitate actions that do not serve the best interests of the organization
· Rewards discourage risk taking, creativity, and problem solving
Designing pay structures with different objectives (p. 162-3)
1. pay people well enough to recruit and retain those who can best contribute. Mostly accomplished by paying the market value and keeping wages current with market changes and inflation.  Create systems that enable people’s pay to increase as people grow, improve their skills, and make greater contributions. (pay more because market value has increased)
2. Adopt pay practices that avoid de-motivation, so pay people fairly and take people’s focus away from pay.
How to make pay adjustments in the absence of appraisal and individual measurements of contribution?
p. 165-6 pay is advanced in accordance with general COLA and market changes relative to each occupation and level of experience. Also tied to length of time in a job or profession, through career ladder or through promotion. 
p. 172 Merit pay without appraisal.  
1. negative merit – if in counseling or other type of formal discipline for unsatisfactory ore unacceptable performance, deny, withhold or defer pay increases. 
2. merit by exception for truly outstanding performer (p. 172-5) (agreed by set of managers)
· use well-defined criteria and collaborative input and assessment to contain some of the bias and distortion that you will experience. 
· Don’t label COLA and market adjustments as merit. 
· Detach process from all other functions, including coaching, feedback, employee development counseling and promotion decisions
· Get merit pay out of the minds of your employees
· Don’t fall into the trap of believing you will necessarily get fairer merit pay decisions by measuring people against established performance goals.  Goal-based incentives are nonetheless fraught with rating errors and damaging side effects.
p. 181-5)You can’t motivate but you can: create a compelling vision; promote and provide interesting work (give people freedom and choices in their work; offer people challenges
p. 185-6 Conventional Assumptions: People will withhold their best efforts if they are not extrinsically rewarded, i.e., money motivates better performance. 
Alternative assumptions: Healthy people are intrinsically motivated to perform well when the work is meaningful. Pay is not a motivator but can be a powerful de-motivator when it is inequitable. Intrinsic motivation may be diminished or impaired by a number of factors including fear, excessive control, distrust, and encouraging focus on extrinsic motivators.
Conventional assumption: Pay is not fair unless it is linked to performance level (i.e., better performers of a job expect to be paid better than poorer performers in the same job).
Alternative assumptions: The vast majority of people see themselves as superior performers. Most people are not superior performers, but this is very difficult for them to see. People who contribute more expect to be paid more. Without education, people do not understand or appreciate the problems associated with measuring individual performance, people’s tendency to inflate the value of their own performance, and other dynamics impacting attempts to connect pay to individual contribution.,
Chapter 7  Staffing, Promotions and development
p. 193  In sum, we can say  that appraisals, formally and informally, are used to week out the patently unqualified, to choose a pool of preliminary candidates, or to advance the final candidates.  However, we have not found any organization that awards competitive promotions solely upon performance appraisal outcomes.
P. 214-17 Appraisal and career track advancement: use only single purpose assessment and evaluative processes; use objective indicators; write clear indicators; use a panel of objective evaluators; openly share the results
p. 221-222 Conventional assumption
Chapter 8 Dispelling the legal myths and dealing with poor performers
p 228. For defending wrongful discharge the employer must prove: 
1. notice of expectation (given notice of expectation and consequences of not meeting that expectation)
2. reasonableness
3. evidence (employee failed to meet the standard)
4. fair investigation
5. consistently applied standards
6. discharge is a fair penalty.
In lawsuits, appraisal usually is more favorable to the employee (p. 232)
More appropriate is accurate and continued documentation on part of the supervisor and this provides foundation for accurate information in counseling memos and for legal documentation, if needed.
chart on means of meeting documentation requirements without an appraisal p. 238
	Lawsuit Defense Requirement
	Means of meeting documentation requirements without appraisal

	1. Notice of expectation, standard or rule
	Employee policies and handbooks, orientation checklists, training documentation, job descriptions, meeting agendas and minutes, e-mail, and memoranda to employees.

	2. Necessity of expectation, standard or rule
	The rule either speaks for itself (sleeping on the job) or is demonstrated through industry standards, safety laws, organizational objectives and goals, financial and efficiency data, and notices and memoranda to employees, among other evidence. 

	3. Employee failed to meet expectation, standard or rule.
	Memoranda, counseling documentation, and formal notice of warnings, reprimands, discipline, and discharge may describe deficiency, along with corroborating evidence from innumerable sources, such as production and efficiency data, the employee’s work products, records of critical incidents, customer and co-worker complaints, signed statements and witness notes, and time and attendance records.

	4. Fair and objective investigation was conducted
	Investigation diaries, meeting notes, notes of interviews with the affected employee and witnesses, and the like are preserved and dated.  In notice of discharge to the employee/file, determining factors are recounted.

	5. Expectation, standard, or rule is consistently enforced
	Records of all similarly situated employees with the same degree of performance deficiencies or who committed similar infractions are preserved for a reasonable period of time (several years).

	6. Recourse of discharge is fair and consistent with treatment of others
	Seriousness of deficiency can be demonstrated by actual or possible impact on the organization (losses, exposure to liability, etc.) Discipline and discharge records document how the employer treated others with similar deficiencies or infractions



p. 251 Questions to ask when facing a serious performance problem.
p. 252-3 Conventional assumptions
Chapter 9  Disconnecting Appraisal and Designing Alternatives
p. 259-260 Initial steps
1. conduct a preliminary assessment of the need for change.
2. approach top management to get a charter that reflects your particular focus and any boundaries of your design process. 
3. form a small design team of passionate stakeholders. 
4. methodically examine the appraisal process you are replacing. 
5. clarify the overall objective for your alternative systems
6. develop an alternative set of underlying assumptions
7. develop a new design
Chapter 10 Creating Consensus and Confidence for Change
Additional steps:  p. 284-5
· plan an organizational communication and educational strategy
· gather feedback on the new designs from stakeholders
· analyze feedback results and refine the design
· go back to the top leadership
· complete the design and devise an implementation strategy
· plan a pilot run
· present the final design and secure approval from top leadership
· educate and train on the alternative system
· implement, monitor results, and continuously improve.
