Valuate rather
than Evaluate
A message to all those preparing
employee performance reviews…
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Are annual performance reviews an obsolete
management ritual for organizations?
What companies are noticing
Some corporate rituals, though essential, are
nonetheless painful for certain actors. One of
these rituals is the annual performance
review.
Whether these interviews are called "annual
appraisal interview," "contract review,"
"annual
target
review"
or
"annual
evaluation"... they can generate a lot of
tension at the end of the organizational
calendar year. Faced with this realization,
companies are starting to question the
concept.

Some even decide to get rid of them
altogether…
Global companies such as Accenture or
Deloitte recently announced that they are
discontinuing annual employee performance
reviews. The objective, according to the
former and late CEO of Accenture Pierre
Nanterme, is to implement "a more fluid
system
in
which
employees
receive
immediate feedback from their managers as
projects move forward."

What studies say
The fact remains that annual reviews have
often
become
useless
and
even
counterproductive: a Globoforce study
indicates that more than half of employees
are unmotivated by these interviews, while
Tower Watson analyzed that 43% of the
highest-performing
employees
received
feedback on a weekly basis, which increases
productivity by 12.5% according to Gallup.
Towers Watson reports that only 36% of
European
companies
consider
their
performance management processes to be
effective. While 88% of the surveyed
companies
state
that
performance
management is the main lever for aligning
individual performance targets with the
company's strategic priorities, only 39% of
employees believe that managers give it
enough importance and 47% don’t believe
these managers have the time to implement it
correctly.

All of these studies point in the same
direction: classic annual reviews no longer
work, are demotivating and are ultimately a
mix of different issues.

Over 50% of employees are
demotivated by annual reviews

However, the companies who decide to cancel
these reviews are still a minority; even if 23%
of companies plan to remove scores or
performance grades, only 6% have already
taken steps in that direction.
Therefore, this article is more specifically
geared towards companies that have not yet
thrown out the baby with the bathwater.

Why don’t they work ?
At least 3 elements make them difficult to
practice and threaten their sustainability in the
workplace:

1. A depreciative approach
If an annual review is intended to be
constructive by helping to further align an
employee’s
performance
and
work
commitment within the structure, two elements
tend to transform this practice into a
depreciative exercise which is likely to
discourage rather than motivate:

→ The managerial paradigm of
performance
We live in a paradigm that pushes us to work
on performance gaps or the gaps between
what a position demands and what is the
employee brings to the table. Why should
we question this logic? We naturally believe
this will lead to greater commitment and
performance. The review will therefore be
conducted as a “corrective” interview rather
an “amplifying” review of a person’s
abilities. That person will feel like a number
of gaps to be filled rather than a number of
resources to be developed. How is this
problematic, you ask? Isn’t the exercise
supposed to look at what is working and
what isn’t working?

When leaders focus on
employees’ strengths

→ The brain’s negative bias amplifies this
tendency
Of course it is necessary to establish what
works and what doesn’t work, or what needs
to improve. However, the "negative bias" of
our brain pushes us to look at the negative
first. In fact, we tend to focus primarily –
sometimes exclusively – on negative events
in our life rather than positive events. We
have between 60 and 80,000 thoughts a
day and 80% of those are negative, 95%
are repetitive.

This review is therefore based on these
implicit habits. And if we are not careful, the
conversation will be conducted in a way that
corrects rather than amplifies. What we focus
on tends to grow. This doesn’t mean ignoring
the "red" elements: you will see in the
following pages that there is a more effective
way of treating non-performance.
But focusing primarily on those elements can
prove to be destructive.

Probability of being
engaged at work

When leaders focus on
employees’
weaknesses

2. A negotiation rather than a
conversation
At the end of such a review, decisions are
often made regarding salary increase,
bonuses, whether or not to grant an
exceptional bonus, and potentially the
employee’s career development.
So we shouldn’t be surprised that this
conversation can turn into a negotiation and
that the two protagonists (manager and
employee) enter this interview as a kind of
battle, rather tensely, with the employee
focused on his positive contributions and the
manager focused on things that should have
been done differently, both hoping to
influence each other and somehow finding
common ground! They both have in mind
the final scores which are supposed to
summarize an entire year’s work in a
checked box, generating important future
decisions.
Many
companies
have
separated
performance reviews from development
reviews. As disconnected as they may be,
the fact remains that they both generate a
score at the end. More than a conversation,
it becomes a negotiation in the form of an
annual review!

3. A review regarded as a
photograph instead of a film
How can you measure the activities of an
entire year in a single score?
A year of employee activities can be made
of ups and downs, moments of excellence
as well as more challenging times. The year
is a bit like a film that ends up being
summed up in a single photo: a year of 220
workdays reduced to an average score
which gives a performance average and
smooths over the ups and downs.

A film of the year

This usually takes the form of a check in one
of the evaluation boxes. By measuring an
average, we could end up making our
employees average!
We spend more time deciding the angle of
the photo (where the check should go)
rather than appreciating all the scenes in
the film (the good moments and the not-sogood) to learn from them and build upon
them.

Summed up in a photo
of the average…

By always measuring the average performance of
our employees, we can end up making them
average !

A solution to avoid
crashing into the wall of
the annual
EVALUATION review…

Discover a new path…
a path towards
VALUATION!

The Positive
Transformation proposal
→ Moving from Evaluation Valuation
POSITIVE
TRANSFORMATION
suggests
intentionally and obsessively searching for
resources by looking at performance as well
as non-performance as a source of learning.
The word "VALUATION" may be a
neologism, but it says a lot about the
difference between Evaluation – which seeks
conformity by trying to correct what is
missing – and Valuation, which seeks to
amplify resources. It’s about first observing
performance and commitment in order to
understand the drivers in play. And then
secondly inviting employees to amplify these
drivers to help eliminate non-performance.
Peter Drucker was already talking about this
several decades ago:
"The role of a leader is to build on strengths
(his own, those of his colleagues, of the
context) to make weaknesses ineffective."
POSITIVE TRANSFORMATION specifically
invites us to change paradigms: changing
our mindset means choosing another more
appropriate type intervention.

→ Moving from an “analytical photo” to
a “narrative video” of the year
As we mentioned, while a year represents
220 days of performance and commitments
with ups and downs, having to check boxes
forces us to average results. The left side of
the drawing below represents an attempt to
condense the analysis of performance and
engagement. But are we an average? Do we
live on average? On the contrary, we
experience a succession of strong and weak
moments throughout the year. POSITIVE
TRANSFORMATION suggests looking at
performance like the drawing on the right,
switching from a results-based analysis to the
narrative of these strong moments and
weaker moments.

January

A yearly analysis
exercise to evaluate
an average

A yearly narrative exercises to detect resources for performance and
engagement in both the ups and downs

December

The Positive
Transformation proposal
A concrete proposal to switch from the
analysis of an average to a narrative of
annual performance

→ Consider the grid differently
Have you seen the grid here below? In one
form or another, you have probably had to
enter a final evaluation into a baseline that
examines performance around a median. Or
perhaps a grid by skill type or subject type.
Does this seem familiar?

photo
Performance as a

Several years ago, when an employee and
manager were not completely aligned on
the final score, it was common to see a
cross overlapping two boxes, as proof that
the negotiation ended there. When systems
went digital and required a clear answer,
this was no longer possible. Today, this
system incites the employee to point out all
the times when he performed better than
average to justify his score, whereas the
manager will tend to give examples of
underperformance. This leads to an endless
discussion that can quickly become sterile
and generate frustration at best, anger at
worst.
Keeping the same grid that many
companies still use, we suggest distributing
100 points over all the boxes in groups of
10 to identify moments of excellence and
more difficult moments throughout the year,
either on overall performance or on
different themes (customer orientation,
innovation,
collaboration,
etc.).
The
immediate effect of such a distribution is to
generate a stronger acceptance of the
person being evaluated. When a person
Performance as a video

faces difficulties on certain themes (red), we
can still detect moments when they perform a
little better (green), therefore finding the keys
to their improvement on this topic. It’s about
finding the green in the red! Like a positive
deviance, it clearly shows that progress can
be achieved, and the person isn’t starting
from scratch. You can therefore identify a

non-performance, a gap, and look for
moments when a person was less
dysfunctional or succeeded more. These
micro moments show us that a person can
find solutions to their progress while being
recognized for having already been able to
do so. It also allows us to change our
outlook and where we focus our attention:
moving from analyzing the root causes of
non-performance to analyzing the keys to
performance.

The Positive
Transformation proposal
→ Spend as much or more time on the
green than on the red to detect
resources
The annual review is also intended to
determine if a person is suited to their position.
In this case as well, managers are quick to
judge all the inadequacies in relation to the
job description, while ignoring things that a
person does which are not in the job
description but have added value. After all,
the person is not getting paid for these things!
If managers asked people to tell them what
they do, what gives them energy, what
increases their commitment, then they could
find their talents and aspirations which could
add value to the organization. If the light
green part (the work that is not required but in
which the person excels) is very developed, it
may mean that the person would be better
suited in another position (see diagram at the
top of the next column)!
One of our clients operating in the financial
industry implemented this. After observing a
well-developed light green part in two
employees and a strong inadequacy in their
respective positions, the manager proposed

that they switch their jobs. Indeed, they were
both failing at their jobs but simultaneously
had the talents and aspirations required by
their colleague’s position. This story
encourages us to look at the green rather
than focusing solely on the red.

In conclusion
Positive transformation invites organizations,
their managers and their employees to
consider performance measurement as an
opportunity to amplify people and their
resources (talents, vocation, aspirations),
and as a means of bringing out the
excellence in people rather than correcting a
disappointing situation.
What we focus on becomes more important

and can obscure the opportunities before us
if we’re not careful.
It’s your choice!

Go further with
Positive Transformation !

A 50-page document on the
Positive Transformation that maps
out the gateways to transformation
(contact us for the full document)

The Positive Transformation
approach in action at the
Centre Pompidou in Paris

What is Positive Transformation and
how can it impact the future of
work?

AI Power 5, How to unleash the full
power of Appreciative Inquiry,
available here!.

For more articles on Positive Transformation visite our websites :
www.transfo-positive.com
www.appreciative-inquiry.fr
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Positive Transformation is a systemic approach
to organizational transformations. It is an
unexpected and disruptive look at
transformation and leadership development
and targets the following three areas :

•
•
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Positive Organization
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