
   

© 2018, Caliber Leadership Systems  
http://www.caliberleadership.com 

 

PERFORMANCE 

MANAGEMENT 

PAIN POINTS 

Over 20 years ago, when we first began talking to 

leaders about designing or revitalizing their 

Performance Management Process (PMP) to help 

drive business results, they told us about their pain 

points and frustrations. Today, we are still hearing 

the same pain points from business and HR leaders 

despite the advances in best practices for the design, 

implementation and training for performance 

management. 

Studies consistently show performance management 

to be a painful and demotivating activity in 

organizations, especially in those who use a more 

traditional approach. In one study, it was reported 

that 65% of respondents rated their PMP with a C-. 

These same studies show that when the Performance 

Management Process is allotted the resources (time, 

leadership involvement, money, etc.) they 

consistently improve bottom line results and 

employee engagement. 

Pain points or barriers to the successful functioning 

of the PMP occur in any one of the 4 phases of the 

Performance Management Process. Pain points are 

well known, yet still exist because leaders continue 

to take short cuts; believe they don't need to 

participate; think it's a paper driven yearly 

event; or don't invest the appropriate amount 

of money in the Process. 

Recognizing Symptoms of an 

Underperforming Performance 

Management Process 
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Understanding the 4 phases of 

the PMP —designing, 

implementing, managing and 

maintaining—helps you hone 

in on where your issues exists 

so you can address them 

before they further damage 

manager and employee 

attitudes toward the PMP. 

This article describes the main pain points of 
the 4 phases of the Performance 
Management Process and the reasons why 
they exist. 

Phase 1: PMP Designing Phase 

Pain Point: The PMP doesn't drive the 

strategic objectives of the business. 

When designing the PMP, leaders can fail to take 

into account the key behavioral drivers that will 

make the business successful. An effective 

Performance Management Process needs to promote 

behaviors and achieve goals that are aligned with the 

company’s strategic plan, marketing efforts, financial 

goals, productivity processes, and professional 

development. Without meaningful links to the 

company’s strategy, PMPs may end up promoting 

certain types of behaviours that are contrary with 

what the strategy requires. The strategic plan is only 

effective if it can be translated down to all levels of 

the organization. 

 

Pain Point: The PMP isn’t used with other 

organizational systems. 

Often, the designing of the PMP is done as a stand 

alone performance evaluation process. To be 

effective the PMP must be holistic, looking at it’s 

purpose, how it drives behavior toward results, and 

aligns with other systems. Synergy must be created 

between the PMP and strategic planning, human 

resource management processes, organizational 

culture, structure and all other major organizational 

systems and processes. Individual, team and 

organizational goals and objectives must be aligned. 

Without this type of integration, the PMP will be 

seen a task to be completed and not as a strategic 

business tool. 

Pain Point: The PMP doesn't focus on all 

that matters. 

When the goals of the PMP only focus on a small 

part of what matters, rather than on the totality, or 

end results, it can lead to the perception that the 
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PMP isn’t working. A PMP that focuses on behavior 

instead of achieving results will fail to meet the needs of 

the business. Conversely, a PMP with only a focus on 

results can see a decline in employee motivation and 

engagement. The PMP must be designed to address all of 

the needs of the business rather than having a single focus. 

Phase 2: PMP Implementing Phase 

Pain Point: The leadership doesn’t see the 

value of a communication strategy and plan. 

A proactive communication plan and process must be a 

part of the implementing of the PMP. When leaders fail to 

see the importance of gaining buy-in from the major 

stakeholders (management, employees), employee 

resistance will create barriers to forward movement. A 

strong communication plan helps leaders manage 

resistance to change and builds forward movement toward 

implementation objectives. 

Communication is a critical success factor when 

implementing the performance management process as it 

ensures buy-in from users, reduces fears and anxieties, 

reduces resistance to change, and builds ongoing 

commitment to participating in the PMP over time. 

Pain Point: Absence of consistency and 

accountability. 

One of the greatest pain points for managers is putting in 

the effort for their department or team and having their 

peers fail to do the same, without consequence. Although 

leaders and managers may pay lip service to being on 

board with the PMP, they may not follow through due to 

their own fears and resistance. They may not feel 

comfortable with the performance discussion or know 

how to conduct a difficult performance review discussion. 

Leaders may also fail to comply if there are no 

consequences for their participation.  

Many organizations skip this 

step in the design process 

because they believe: 

A) it will take too much time; 

B) It is unnecessary; and 

C) It will save money. 

 

Without an effective change 

process, the implementation of 

the PMP will fall flat. 

 

Effective change processes 

include an ongoing 

communication plan and 

training on how to deal with 

employee resistance. 

Implementing the 

PMP is a change 

process 
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Phase 3: PMP Managing Phase 

Pain Point:  Can’t get all leaders and 

managers to participate. 

The implementation of the Performance 

Management Process has to be supported and driven 

by top leaders and managers. Getting leaders to 

comply creates frustration from their direct reports 

who want to participate, and from Human Resources 

who end up policing the resistant leaders. Failing to 

uncover leader resistance early in the PMP design 

stage will stall the PMP during implementation. It is 

often the inexperience or perceived incompetence of 

leaders at managing performance, that causes 

resistance. 

Providing an ongoing coaching program for leaders 

to build necessary skills over the course of a year will 

add more value to the effectiveness of the PMP than 

any changes one could possibly make to the forms. 

Pain Point: Assumptions are made about the 

skills of the leaders and managers. 

Just because someone is a leader or manager does not 

mean that they have the skills to manage performance. 

The unfortunate reality in many small to mid-sized 

companies is that performance management training is 

a daylong event or non-existent. Managing and 

coaching the performance of direct reports, especially 

when it involves giving negative or corrective feedback 

or explaining why they have failed to reach their 

performance targets, requires some a certain skill level 

and competence on the part of the leader. 

Unfortunately, many leaders and managers choose not 

to take on the challenge of becoming an effective 

manager of performance, which negatively affects the 

success of the company’s PMP. 

Pain Point: Leaders don’t know how to plan 

performance. 

The performance management process is used to 

cascade the goals and objectives from the strategic plan 

down through all levels of the organization. This 

addresses the who, where, when, and how the strategic 

objectives will be achieved. While some leaders are 

quite competent in ensuring the alignment of goals, 

many others do not have the experience or training to 

do so. This can lead to effective performance planning 

in some departments and not in others, creating factions 

in the company. 

Without a system that tracks the cascading of goals, you 

can’t ensure that your employee goals are aligned with 

the organizational strategy. Tracking is often done 

haphazardly, without incorporating the entire 

organization. Without a system for goal alignment that 

lets you constantly measure performance against 

employee goals and immediately assess risk areas 

when goals aren’t being, you aren’t able to flag 

misalignments and issues until it is too late. 
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The mindset of 

performance management 

being a yearly review 

activity is the biggest 

challenge to the success of 

the PMP. 

Phase 4: PMP Maintaining Phase 

Pain Point:  The PMP didn’t maintain its 

momentum die to lack of ongoing 

management. 

The mindset of performance management being a 

yearly review activity is the biggest challenge to the 

success of the PMP. Other pain points in the 

previous phases build up to leaders and managers 

ONLY participating once a year at the “dreaded” 

performance discussion. Failing to treat the PMP as a 

process of ongoing engagement with employees 

throughout the year will cause it to fail and business, 

performance and behavioral targets missed. 

Pain Point: There was no follow up or 

maintenance. 

Many leaders fail to take a systematic approach to 

managing performance, engagement and motivation; 

and employee development. This leads to a lack of 

participation in the PMP. For PMPs to be effective, 

they need to be continuously monitored and adapted 

to ensure they meet the needs of the business.  

Evaluating the effectiveness of the Process against 

the business’ desired outcomes allows you to detect 

issues early on and correct them quickly. Without 

systems to methodically collect information, analyse 

and interpret it, and use it to revise and attend to 

issues, the PMP is vulnerable to disintegration. 

Pain Point: There was no incentive to use 

the PMP. 

Often, little thought is given to how managers will 

provide ongoing motivation to employees to ensure 

participation in the PMP. The PMP isn’t always 

thought of as a tool for encouraging desired 

performance and identifying opportunities for 

developing poor performers. Without an incentive 

program which includes financial rewards, 

promotions, merit awards, public acknowledgments, 

greater work responsibilities and development 

opportunities, there is little ongoing motivation for 

employees to change their behavior. 



 

© 2018, Caliber Leadership Systems  
http://www.caliberleadership.com 

Conclusion 

A successful Performance Management Process 

involves aligning individual contributions to desired 

business results. It is a critical business management 

tool that focuses employee efforts on value-added 

activities. To do it well, organizations require 

systems that fit their culture and business needs 

while ensuring that both leaders and employees are 

skilled at having meaningful dialogue about 

performance. 

Performance management is not a standalone 

process. To be most effective it requires both strong 

leadership and links to other organizational systems 

(compensation, strategic planning, budgeting, etc.). 

By using this approach, your performance 

management system reinforces the desired culture, 

results and performance behaviors critical to your 

success. It also integrates with your overall talent 

management strategy. So rather than a painful 
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annual process, your performance management 

system drives the effectiveness of other talent 

management practices, including engagement, 

development, compensation and career management. 

Your performance management implementation 

approach should ensure that your leaders shift their 

behavior, including overcoming the natural 

tendency to avoid candid conversations about 

performance. For this reason, it is important that 

they receive adequate amounts of training and 

coaching so that they feel comfortable delivering 

performance evaluation feedback. In addition, 

employees need to be able to engage in dialogue and 

to learn through feedback instead of being passive 

participants. 
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