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ABSTRACT

India now stands at that point of intersection tiegjuires organisations to not just cut costs lsd eemodel the
way work is conducted and the way performance isedrand measured. Focus on past performance hg bsil curve
and rather than a future promise has come undécatrscanner in the last few years. Such systeswg Ibeen found to
foster short-term focus among the employees thas dmt speak well for the competitiveness of tlgaoization. Also,
utilising the same rating for determination of ressas well as finding suitability for the role aweértical mobility has
been found to be short-sighted.

The need of the hour is to attract and keep tadent collaboration. Companies are also remove mitinogyet

managers to talk to employees about their developmere than once or twice a year.

In this paper, we have studied the alternate masimsnof appraisal followed by organizations thegést more on
employees and employee development. The study Ieetlegt an employee-focused performance managetaeimiique
has the power to steer the entire employee engagegmecess at once. Building a high performancéucailstarts with a

clear connection between purpose and performance.

Today's, organizations must aim to support theiplegees, help them develop new skills and alignmtivéith
their business goal to outshine in fierce markebpetition.
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INTRODUCTION

Many academic researches in the field of perforrmamanagement has mostly focussed on the outcome and
assessment of current appraisal practices ratlar ¢volving the process itself. In the past, magawizations have
adopted Rating Scale, Gradient rating, ManagemgnDbjectives, 360 degree Feedback, Critical Indideschnique,
Behaviourally Anchored Rating Scale etc to assesfopnance. Bell curve has been used to measureutt®eme of
performance. Bell curve is a general term thatsiue describe a graphical depiction of a normabability distribution.

The normal probability distribution's underlyingastlard deviations from the median, or from the égglpoint on the
curve, is what gives it the shape of a curved Be#itandard deviation is a measurement used totifuéme variability of

data dispersion in a set of values. The mean iatheage of all data points in the data set or esecp1

Using Bell Curve to measure the outcome of perforcea has lot of lacuna and here are the reasoruthfent

models don't work:
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* No one really appreciates to be rated on a scaléadt, David Rock’sl research shows that when eeeive a
“rating” our brain shifts into “fear or flight” maal and shifts to our limbic brain. This shift, whitdkes place
whenever we are threatened, immediately takes usfdahe mode to learn or create, making us defenso the

actual act of conducting a performance appraiselfiteduces performance.

» Collaboration may be limited. The bell curve modeiits the quantity of people at the top and alsduces
incentives to the highest rating. You start feelingt collaboration and helping others isn't reatlyyour own self

interest — because you are competing with your team
e Mid level performers are not really motivated tqnove.

In the bell curve there are a large number of peeglo are rated as 2, 3, and 4. These peopletass &ustrated

high performers who want to improve, or mid-levetprmers who are happy to stay where they are.
All this has led to coming up with innovations iargresent performance management systems.

Once clear on its purpose, an organisation carrrdte the core values and beliefs that reinforég plurpose.
There has to be a reference point for managingopeence and you realize that along with the busirstsitegy, these
elements form the basis of an organisation’s mooahpass .Empowering leaders to embed a values-lzgg@dach to
performance management year round — during feedt@mokersations, goal setting and performance re/dves make an

impact.
LITERATURE REVIEW

Bell curve which has been used to rank people desdas attracted lot of criticism. This is esgdbctaue if the
organisation is using a ‘forced ranking’ system.nldigers are ‘forced’ to differentiate from employeeemployee, even
though it is hard to compare two employees doifffgrint work. In a system like that, someone gdigéachosen to be the

last guy even though he/she could be performing.

In Josh Bersin'$ article “Are Performance Appraisal Doomed?”, hedi reasons why the existing systems are
not going to work. According to him, in the areapeffformance management, this bell curve resulighiat we call “rank

and yank.” “So, are the performance appraisal systgoing to change in the next 2-5 years?”- Weabmut to explore in

this paper.

Creating new performance indicators, measuring eyegs on relevant metrics and motivating critieddit may
be a vital enabler for corporate success in therdéutAccording to a report published by PwC gloBal89% of
organisations observed that their people managers wnable or unwilling to initiate difficult consgations with their
team. Mercer's 2013 Global Performance Sureyhighlights many of the most pressing issues infopmance

management today.

Global survey respondents report that the highaetify outcome of performance management is “chgyi
employees to higher levels of performance.” Mecstatistical survey analyses — and years of pedoce management
experience — reveal that the key drivers of perforoe management success are manager skills, execotnmitment,
technology, and calibrationVhat is the most important outcome companies seekhiough performance

management?”- was an important question who response Mercetegato gauge and the majority of respondents (43%)
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said it is -“to drive employees to higher levels of performancé
METHODOLOGY

The methodology used - secondary research and ti&aa éirms of the industry to suggest some googsvaf
implementing performance management in today'sidr@a.research study is particularly based on therskary resources

i.e. different scholarly articles and performanperaisal systems adopted by progressive organizaiiolndia.
ANAYSIS

Let’s look at the performance management processdsw Industry leaders representing different

industries in India as published in various arSc@&d newspapers.
Tata Consultancy Services (TCS)%As published on 28 April 2016 by Economic Times)

India's largest IT services company, said it haadbned bell curve based performance appraisaisamdving
to a system of continuous feedbaglecoming the latest player to move away fromftineed ranking system. "This year
we did not do any forced rankings or curve fittihghief executive N Chandrasekaran said. "We appthpeople based
only on their performance. We are now looking aigdo ensure that the feedback process is morinconis, rather than
at defined intervals," he told ET. Chandrasekat@d $CS was looking at building more digital, coltaative tools to
ensure that theontinuous feedback processs easy to maintain. The company has over 3, 53¢d@f@loyees. Bell curve
is universally loathed by those being ranked oraiity TCS employees are happy that the company drapped the
system. "There was too much room for manipulatiants of people used to be unhappy,” a TCS empléyee Mumbai

said.
Microsoft -°

Over two years ago Microsoft took ratings, forcadkings and grading on the bell curve out fromstyetem and
replaced it with a model that makes is easier fanagers and leaders to allocate rewards in a madhaereflects the

unique contributions of their employees and teams.

Through a process called “Connects” Microsoft quteectively achieves more timely feedback basedhmn

rhythm of each part of their business rather tlmdlioWing one timeline for the whole company.

Microsoft continues to invest in a generous rewdmadget as always, but now there is no longer aappgoved
budget for distribution. Managers and leaders hheeflexibility to allocate rewards in the mannbatt best reflects the
performance of their teams and individuals, as lasghey stay within their compensation budgetgéiog the labelling

eliminates demativation and the focus shifts toromement and growth.
Cigna-’

Cigna’'s new approach to performance managementCinrfiect for Growth” and is aimed at improving
productivity and employee morale and retaining th&@igna has dropped formal letter of numeric ratinghe overall
performance indicator will be On Track /Off Trackith the expectation that the large majority wid ®n Track. “Check-
ins” or conversations about employee performancas occur at any point during the year with the entr

recommendation being quarterly at a minimum. Theusoof Check-ins is on goals, progress, and cageawth,
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personalized for each employee. Quality discusseawasmore important than written documentation,civtare kept to a
minimum. Regular feedback from team members antbaglies other than a direct manager is encouralybdt is

noteworthy is that pay for contribution is the stard for rewards.
Cargill -8

Cargill provides food, agriculture, financial amitlustrial products and services to the world. lkeotto revamp
its performance management system, Cargill intredutEveryday Performance Management’ techniques Triew
technique removed annual performance reviews withrenfrequent on-job conversations and resulted iregular,
constructive feedback. The new ‘Everyday Performakianagement’ followed following crucial points dilcollective
responsibility of teams for day to day performarregular rewards and recognition for managers wiieieed to good day

to day performance management system, continuausifgy and sharing and skill training and reguésadback

The outcome of the ‘Everyday Performance Managemeastbeen quite rewarding for Cargill. Around 7@%

the employees now feel more valued and engagedtmdthmanagers with ongoing performance discussion
Summary of Recent Performance Systems

The idea of removing ratings might send many HRgdhto a frenzy because companies love to quaatify

analyze almost everything. However, recently tbadrstarted to accelerate.

Deloitte, GE, TCS, Tata Motors, Accenture, Cignardill and Microsoft—all announced changes to their
performance management systems. It was observebtthibe end of 2015, many large firms were movm@ no-ratings
system. According to research firm Bersin by D#édoi6, around 70% of companies are now reconsidettiegr

performance management strategy.

If we look at the ongoing shift in performance mgement process and compare it with what these oredi
organizations are implementing, we can have a @edure of the emerging trends that are goingh@apse the future of

employee review and performance management in 2016.
Few Key Performance Management Trends to WatchhisiYear (2016-17)
e ‘Check-In” model or Every Day Performance Management
e On the spotFeedback Policy.

* Near-term Objective than the Annual Objectives and regular Update

» Performance reviews highly focused on_employee ddepment and skill training and less over the regular

employee assessment.

Employers have started to realize that performamemagement as a business function has the potéatial
increase overall organizational productivity anch aiso help them gain a competitive edge in thekaetarHence,
abolishing outdated, traditional methods of perfange management protocol and embracing new manag@mnoeess is

going to be the prime focus for top employers i6&0
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Suggested Model
Based on the study of various industry leadersgaveconclude that
» Putting employees in Control ( ~Ownership of Perfance Process)

» Performance management is no longer just the redgbty of a manager. Neither it is about coaxemployees
through a passive process that they can't conttsl.now about putting employees in control andirngk

ownership of the process.
e Elimination the ratings and rankings(~ Rethinkiregfprmance)

e People want to know how they perform relative teitipotential and unique talents, not against tbelleagues.
Setting trend for Check-in and Connect is the @lustiep in this direction.

e Performance improvement mindset( ~Improvement awtback)

» Change in our ideologies is a must. For a long fi@dormance management meant an annual evericass, or
tool. Now it's about creating workplace that proe®t cultures transparency and open feedback. y&tens

should encourage Instant feedback
e Collaboration and Employee Development (~ Coachimg) Motivation)

The workplace has changed and relationships aredbasw on trust. Many companies are also adoptifigta
structure. We need to create a win-win alliancas/éen employees and the company and encouragéuaecaf coaching
throughout. In the next few years, with advanceméntT, we're going to see big data and analytielp us identify high
performing teams and individuals, and disengagepi@maes. It will also provide predictive insighta bow to increase

performance, engagement, and reduce turnover. ktaiivthe right set of employees will reap in benbfits.

An employee-focused performance management technligs the power to accelerate the entire employee
engagement process at once. Today, organizatioesaimu to support their employees, help them dgvakw skills and

align them with their business goal to outshinéarce market competition.
CONCLUSIONS

In a report on performance management and thepbastices taking shape, consulting firm People Bess®
states how firms are bringing about changes wheiewing employees. "Performance management is éribeomost
debated practices that organizations undergo oegalar basis. While there is not much debate onwlee of
performance management, the effectiveness of tleeeps and how organizations can use it for builddndpigh

performance workforce are of great importance.

Remodelling the performance management can betdrigig for some organizations, especially if youalways
relied solely on annual performance reviews. Corngsalike Microsoft and GE, didn't just look intokagh performing
culture— they were early adopters and propagatbithie interesting and rewarding performance mansge trends.
Companies should focus very heavily on collaboratmrofessional development, coaching, and empogayeople to do
great things.
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Yet it has taken a few progressive companies td tha way and show us that life is better on theoside.
However, gradually many companies are making impmoents in their appraisal systems, according tpleddusiness’.
One of the key drivers of this transformation wi#finitely be an organisational approach to perforoe management!
The manager’s ability to have difficult performarredated conversations with team members and takimgership of the
performance process will be a key driver. Whilis iimportant to empower managers and employees #iilplay a greater
role in the performance management process, fitisat to ensure that there are checks and batathzg keep the process

from becoming unfair and creating centres of udbdgower of control.

What is noteworthy is that, a model should be follwed which is focused primarily on Rethinking
performance, Ownership of Performance Process, Febkdck, Motivation, Engagement, and Improvementin the
process of your organizationsCapturing data that matters & Continuous Coaching If the organizations start

implementing all of these in their model, it woldd a game changer for them!
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