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2020 has been far from a perfect year, 
and yet, it’s the perfect year to 
REINVENT performance reviews.
More than ever, we need 
a forward look. That’s the 
primary difference between 
traditional reviews and 
reinvented reviews.

Reinvented reviews don’t 
eliminate the past. They 
use the past as a learning 
experience to create 
meaningful future-focused 
advice.

Managers analyze how 
someone performed and turn 
that “how” into coaching. The 
overall message becomes, 

“Since this is how you 
performed, let’s take that 

performance to the next 
level.”

Coaching in reviews reflects 
a growth mindset. The same 
mindset that has contributed 
to the success of check-ins. 

Since reinvented reviews 
provide more guidance 
and less judgment, team 
members feel like their 
managers care about them. 
That’s the feeling everyone 
has been talking about in this 
pandemic year. It’s the extra 
boost that motivates and 
drives results.

The Perfect Year to REINVENT Performance Reviews | 2
Maximizing Performance Conversations

http://www.powerformance.com


Keep the Baby but 
Toss the Bathwater!In the last decade or so, 

respected leaders in people 
management at some 
of the most well-known 
corporations have made 
the decision to toss out 
performance reviews. They 
found that more frequent 
and more informal coaching 
check-ins accomplished 
more than the old traditional 
review.

While frequent check-ins 
quickly became the norm for 
many companies — no one 
argues with their value — the 
jury has still been out on 
performance reviews. Keep 
them? Get rid of them? 
Reinvent them?

Just as company cultures 
are different, a decision 

one company makes is not 
necessarily the right decision 
for another company. The 
most important question to 
consider is this: What are 
reviews doing for you?

Initiating check-ins doesn’t 
mean that performance 
reviews have to go. There’s 
room for both. As long as 

reviews reflect a growth 
mindset — like check-
ins — they can add value to 
people development.

The old traditional reviews 
that take too much time 
to write and that everyone 
hates need to be thrown 
out — that’s the bathwater. 

Reinvented reviews focusing 
more on what to do instead 
of what was done? That’s the 
baby worth keeping!

One of the best reasons for 
reinventing reviews rather 
than tossing them is a fact 
often overlooked — People 
remember what they 
hear when they also see 
it in print. Performance 
conversations can pull 
lots of valuable thoughts 
together. Capturing quality 
end-of-year conversations in 
writing gives team members 
an opportunity to revisit 
their manager’s coaching. In 
traditional reviews, there was 
no motivation to ever look at 
them again.

The Perfect Year to REINVENT Performance Reviews | 3
Maximizing Performance Conversations

http://www.powerformance.com


Next Time, Not Yesterday
Examining excerpts from real reviews 
illuminates the contrast between 
traditional and reinvented reviews.

Traditional

This year Alan took on lead 
roles and additional opera
tional responsibilities within 
the department. A number of 
times he struggled to get the 
rest of the team involved, 
however, and the overall efforts 
lacked momentum. He seemed 
to gain momentum once a clear 
strategy, model or roadmap 
was defined.

What’s Alan going to remember when he 
reads those comments? Probably the 
word “struggled” will linger in his mind. 

Brain research indicates that negatives 
tend to hang around longer than 
positives. With the focus on what he 
didn’t do well, rather than what he 
needs to improve, the overall tone 
comes across as negative. No wonder 
people have dreaded performance 
reviews!

Being specific about how Alan 
approached his work, especially if that’s 
positive, would be a smart way to 
balance Alan’s “struggling.” Better yet, 
however, the manager could look ahead 
to continued work getting the team 
involved. Alan can’t change what didn’t 
go smoothly, but next time, he can use a 
better approach.
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Coaching Brings Out the Best in Managers
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Alan’s manager could have used a com-
pletely different slant with a positive 
coaching perspective that looks ahead.

Future-focused

When the opportunity pre
sented itself this year, you 
didn’t hesitate to take on lead 
roles and additional opera
tional responsibilities. Defining 
a clear roadmap up front will 
help you get the rest of the 
team involved and give you the 
momentum that sometimes 
was missing.

In this case, the manager analyzed how 
Alan performed and turned that “how” 
into coaching.

If you were Alan and you really were 
eager to take on responsibilities, 
wouldn’t you want your manager to 
acknowledge that? You didn’t just “take 
on” responsibilities, you “didn’t hesitate” 
to take them on.

By reminding people of their positive 
attitude, managers encourage them to 
continue that behavior.

With a coaching perspective, the 
manager’s message to Alan becomes 
not just future-focused, but positive. 
This year, positivity matters more than 
ever.

Turning Alan’s Past into Alan’s Future

Past
He struggled to get the team 
involved.
Overall efforts lacked momentum.

Future
Define a clear road map upfront.
Help you get the rest of the team 
involved.
Give you the momentum that 
sometimes was missing.
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Reinvented reviews don’t ignore less-
than-expected behavior, however. They 
use a different approach.

Managers direct team members 
to take action — highlighting the 
outcome desired more than the 
problem experienced. 

That approach actually takes less time 
to write than describing a negative 
situation. It appeals to a good manager’s 
inclination to get things done.

Suppose, for example, that someone has 
trouble making decisions and that 
causes delays for others. Instead of 
labeling the person “indecisive” and 
citing examples to prove that judgment, 
a coaching manager can turn the past 
into a future-focused action like this:

Future-focused

When you need to decide on a 
specific direction, stay focused 
by writing or typing the 
question, “What’s best for the 
team?”

Incorporating a forward look in perfor-
mance reviews recharges managers and 
changes negative attitudes about writ-
ing reviews. In surveys after companies 
have reinvented reviews, more than 90% 
of managers say writing reviews is 
easier.
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Helping People Grow
Anyone who has been managing a team 
remotely during the pandemic has 
become more attuned to the impact of 
personal factors. Why not bring that 
same understanding to performance 
reviews?

Too often in traditional reviews, 
managers offer vague generalities and 
judgments that don’t help anyone grow.

Traditional

Rachonne’s tendency is to wait 
for the “lead” of the initiative to 
take or initiate action, with her 
then following in to support, 
even when it is evident that 
direction is needed.

If you were Rachonne, how would you 
react to that feedback? It’s quite likely 
that Rachonne’s behavior will not 
change as a result of hearing this. She 
may even think her manager is just 
finding something negative to say.

Like check-ins, future-focused reviews 
give team members an opening to 
change what isn’t working. Here’s how 
Rachonne’s manager could use the 
review to motivate, not deflate:

Future-focused

During project meetings when 
the team is grappling in an 
area where you have expertise, 
you tend to defer to the project 
leader to take or initiate action. 
While you may be hesitant to 
speak up, remember that you’re 
there to contribute to the team 
and have a responsibility to 
make sure the project stays on 
track. Looking ahead, be sure 
to share your experience and 
provide advice, then let the 
project leader take it from 
there.

The likely outcome here is that Ra-
chonne will understand how she can 
improve her performance and will act on 
that. She’ll probably feel like her 
manager cares about her success.
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Coaching adds a caring element to the 
old antiseptic review. That element fits 
for 2020, the year that lots of people 
reconnected with their humanness.

Rachonne’s manager took time to think 
about why she might not be speaking up.

Maybe she was intimidated by the 
rest of the group.

Maybe she was unsure of herself.

Maybe she didn’t realize how much 
value she could add for the team.

By saying, “While you may be hesitant to 
speak up …,” the manager acknowledged 
there’s some reason behind Rachonne’s 
behavior.

Future-focused reviews help people 
grow. What a breath of fresh air!
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The Road to 
Reinvention
Getting started on the road 
to reinvention is easy.

1 If you haven’t already 
changed reviews from “he” 

and “she” to a “you” 
approach, that’s your first 
step. This helps transform a 
traditional review from a 
documenting style to a 
coaching conversation. When 

“you” is missing, so is good 
coaching.

You can make that change 
very easily when you send 
out your performance 
management announcements. 
Nobody will object.

2 Get senior leaders 
involved. Sharing this 

ebook with them is an easy 
way to start the discussion.

Managers enthusiastically 
embrace reinvented reviews 
as long as they know there 
won’t be any backlash from 
senior management or HR.

3 Provide practical guidance 
and some models, but 

keep your training short and 
simple. Managers can “get 
this” without overkill.

4 Enlist Human Resource 
Business Partners as 

ambassadors to encourage 
reinvented reviews. This 
effort can be as simple as 
casual conversations 
combined with other HR 
matters.

5 Share the success stories 
you hear from both 

managers and team members, 
and let reinvented reviews 
grow organically.
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One Company’s Journey
When a Fortune 500 company decided to 
turn traditional documenting reviews 
into future-focused coaching reviews, 
they relied on a short, simple training 
program — POWERformance™ — to make 
it easy for managers to change their 
approach.

There was no mandate from the top. No 
requirement for all managers to comply.

Since the company had already initiated 
frequent check-ins, focusing on written 
performance “conversations” was the 
logical next step. Influencing their 
decision was this revelation from 
Gartner, the esteemed advisory firm:

Effective performance conversa-
tions can increase enterprise 
contribution by up to 20%. 

In the fourth quarter, more than 40 
certified facilitators rolled out the 
training program globally, both face-to-
face and virtually. Some of the 
facilitators were HR Business Partners 
who served as ambassadors to discuss 
the new option for writing reviews.
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The training focused on six principles as 
a framework for “what to say,” and 
learning a coaching language helped 
managers know “how to say it.”

Two resources on the HR portal provided 
additional advice on how to write self-
evaluations and how to structure 
comments in particular sections of their 
review form.
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Feedback from everyone was 
overwhelmingly positive:

• Senior leaders asked Talent 
Development to continue the 
training.

• 96% of managers reported 
feeling confident about building 
more coaching into performance 
feedback.

• 100% of managers said the 
training provided practical tools 
that made giving performance 
feedback easier.
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Success was evident in a comparison of pre-training and post-training reviews:

Future-focused reviews have helped us continue to drive a coaching culture. We’re 
confident they have impacted performance improvement.

… Director, Human Resources

Baseline Assessment of Reviews

No reviews included any specific 
direction for the future.

All reviews referred to team members 
in the third person.

Most reviews had no motivating 
element to encourage people to 
improve.

Post-training Assessment of Reviews

80% included specific direction for 
the future; 67% of that direction was 
considered strong.

83% used you and your 

93% motivated team members by 
connecting behavior to benefits and 
results.
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7 Key Takeaways 1 Reinvented reviews don’t 
eliminate the past. They 

use the past as a learning 
experience to create 
meaningful future-focused 
advice.

2 Coaching in reviews 
reflects a growth mindset. 

The same mindset that has 
contributed to the success of 
check-ins.

3 The most important 
question to consider is 

this: What are reviews doing 
for you?

4 People remember what 
they hear when they also 

see it in print.

5 Team members can’t 
change what didn’t go 

smoothly, but “next time” 
they can use a better 
approach.

6 Managers can direct team 
members to take 

action — highlighting the 
outcome desired more than 
the problem experienced.

7 When “you” is missing, so 
is good coaching.
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We’re Here to Help
Reinventing performance reviews is easy when you rely on 
POWERformance to communicate your message. Your trainers 
can become certified to facilitate this 90-minute training 
program, either virtually or face-to-face.

The hallmark of POWERformance is a coaching language. 
When managers learn simple word prompts and thought 
formulas, they’re eager to focus on the future in reviews. 
They’re also more confident leading check-in conversations 
and more comfortable initiating in-the-moment coaching.
To understand how a coaching language simplifies all 
performance conversations, watch this 12-minute video:

We’re offering a Two-for-One Special for any certifications 
completed before the end of 2020. Contact Joy Van Skiver for 
more information.

joy.vanskiver@powerformance.com 

www.powerformance.com

973-822-8400

Maximizing Performance Conversations

The Perfect Year to REINVENT Performance Reviews | 13

mailto:joy.vanskiver%40powerformance.com?subject=
http://www.powerformance.com
https://www.powerformance.com/managers-need-a-coaching-language
http://www.powerformance.com

