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Yes, you can do better

Re-evaluating the approach to performance management
By Salma El-Shurafa and Veronique Ademar

n any company, ensuring that goals are captured, measured and

periodically evaluated is a critical exercise to manage performance

and outcomes. Most companies have some sort of performance

management system, be it online or in paper format. However, most
managers describe it as painful and time consuming, while employees
feel like the process is contrived and often have the impression that it’s
‘just a tick-in-the-box’ exercise for their senior management.

So, is PM becoming redun-
dant? According to a 2014
Global Human Capital Trends
report, led by Deloitte Consult-
ing LLP and Bersin by Deloitte,
which surveyed over 2,500
business and HR leaders across
90 countries, two conclusions
stand out:

® Only 8% of companies report
that their performance man-
agement process drives high
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levels of value, while 58% said
it is not an effective use of time.
® Today’s widespread ranking-
and ratings-based performance
management is damaging em-
ployee engagement, alienating
high performers, and costing
managers valuable time.

Well, maybe you don’t want
to throw away your process just
yet. The same survey showed
that 70% of the survey re-

spondents are either “currently
evaluating” or have recently
“reviewed and updated” their
performance management
systems. Also, it reveals that
some of these organizations are
scrapping the annual evalua-
tion cycle and replacing it with
ongoing feedback and coaching
designed to promote continu-
ous employee development.
This means that the more
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traditional management style
focusing on planning and evalu-
ating once a year can no longer
be applied, and that managers
will have to adopt more of a
coaching management style if
they aspire to build high-per-
forming teams and retain their
best people.

So, what are skills that are an
absolute must for all managers
in order to drive motivation,
results and eventually increase
performance and retention?

1. LISTENING TO
UNDERSTAND People want
to be listened to, that’s a fact.
But more than that, they want
to be understood. In order to
become an effective listener,
ensure you don’t only listen to
what the person says, but also
pay attention what the person
doesn’t! Observe non-verbal
messages, and feelings, which
are usually ignored. Give your
full attention to your employee
without necessarily having
the intent to answer...but
just listen, understand and be
present.

2. EFFECTIVE
COMMUNICATION This seems
like a given, however, having
great communication skills
doesn’t mean just talking

for the sake of passing on a
message to someone. Judgment,
attacks and emotional
outbursts have no place here.
When you are conveying a
message, keep in mind that
what others perceive is also
important. Your body language,
facial expressions and tone of
voice will convey your attitude-
be it positive or negative.
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3. IMPARTING MOTIVATION
The words ‘thank you’ go a
long way, and managers tend to
forget the importance of small
gestures. Appreciating some-
one’s hard work and lending a
hand or a compassionate ear
will make your employees feel
valued! Giving them new chal-
lenges and ensuring they have
clear goals and responsibili-
ties are simple, yet powerful,
ways to gain engagement and
motivation! And remember,
when looking at development,
focus on employee strengths
and ensure that their areas of
improvement are critical to the
responsibilities of the job, and
not just peripheral to it. You
can’t be motivating someone by
reminding them how ‘bad’ they
are at something, especially if
it doesn’t weigh too much on
their jobs.

WHEN AN OWNERSHIP DRIVEN PER-
FORMANCE MANAGEMENT PROCESS
IS PAIRED WITH MANAGERS APPLY-
ING COACHING SKILLS, NOT ONLY
WILL YOU ACCELERATE CHANGE AND
GROWTH, BUT YOU'LL ALSO BOOST
EMPLOYEE MORALE AND ENGAGE-
MENT WHICH WILL ULTIMATELY
RESULT IN HIGHER PERFORMANCE.

4, ESTABLISHING TRUST
Create a blame-free environ-
ment where employees are
challenged, supported and not
afraid to make mistakes. Walk

the walk and
dare to ask
feedback from
your staff.
You want to
create an en-
vironment of
openness with
your team so
that they feel
supported
and consider
themselves
free to come
to you in
times of need.

5. GIVING
FEEDBACK
Do this on
aregular
basis and
not just once a year! It always
has to be done in a timely
manner and not a week after
the fact. Remember that
feedback should be conveyed
in a constructive manner,
(no blaming!), and instead
of asking: ‘Why did you do
this?’ ask instead: ‘What’s
gone wrong?’ and ‘How can we
do it better next time?’ And

don’t forget to give positive
feedback also when the job has
been well done! It doesn’t stop
here. Feedback is essential,
and it also has to be partnered
up with regular check-ins on
accountabilities and progress
especially if development areas
were established.

The performance manage-
ment process as we know it
is becoming obsolete, and
whether you need to review
it or scrap it altogether will
depend on a number of factors.
However, what is becoming
obvious is that companies
have to embed a new way of
managing people. The truth of
the matter is that employees
don’t merely want to be given
a rating at the end of the year,
but instead crave for regular
feedback, understanding, guid-
ance and recognition. When an
ownership-driven performance
management process is paired
with managers applying coach-
ing skills, not only will you
accelerate change and growth,
but you’ll also boost employee
morale and engagement which
will ultimately result in higher

performance. The way perfor-
mance is managed has to be
redefined and managers have

to be stretched beyond their
current skills so that they don’t
just remain evaluators, but they
become success-enablers.

Salma El-Shurafa and Veronique
Ademar, drawing on over 20 years of
combined experience, are Executive
Coaches and founding partners at
The Pathway Project (TPP). TPP
provides tailored executive leadership
and career development coaching to
professionals who are navigating the
dynamics of the global UAE market.
They have worked with a wide variety
of individuals in the Middle East, Asia
and Europe, ranging from directors and
managers at Fortune 500 companies
as well as entrepreneurs, across
industries, and other professionals.
www.pathwayproject.ae
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