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It is true: performance management isn’t having the impact we want it to. With all the bell curves, 
rater bias, “recommended” discussions, 360-degree feedback, data input, data analysis, etc., the 
approach is getting in the way of what’s important - performance!

In an ideal world, the performance management systems and processes must help an organization 
move towards high performance. But that is not necessarily true! 

Many organizations have abandoned the system & branded the bell curve as an “obsolete” 
measure. How is technology and the increasing millennial workforce impacting a change in the way 
of assessing performance? What are the shortcomings in the design of a Performance Management 
System that it’s failing in improving the performance of people? Organizations are realizing that it 
is the need of the hour to assess their own processes, and redesign them to suit the needs of the 
employees as we move into a digital age of real-time feedback!

HR ANEXI recently celebrated it’s decade long journey in this HR industry. As a part of the celebrations, they conducted rountable discussions over 
topics which are important at hand & brought in some heavy-duty networking for all. 

Mr. Ashish Arora, Managing Director of HR Anexi, addressed a critical 
Q&A panel-style discussion on Performance Management in organizations, 
which is relevant in today’s dynamic workplace. 

HR Anexi hosted elite panelists from the HR fraternity to discuss and 
deliberate upon these hard-hitting questions. The panelists for the discussion 
comprised of :

B Venkataramana, President HR, Landmark Group
Krish Shankar, Group Head HR, Infosys

Parag Pande, Managing Director, Accenture
Prabir Jha, President & Global Chief People Office, Cipla

Vasant Sanzgiri, Group Head HR, Shapoorji Pallonji Group
Vikram Bector, President & CHRO, Piramal Group
Y R Wilson, President HR, Himatsingka Seide Ltd.



“Gone are the days of rating scales and dependancy on evaluating a person’s performance based on his/ her past behaviour to 
predict the future. A more comprehensive, real-time, individualized process-driven system & development of the employee is 

more of a priority and the need of the hour. “

of performance reviews end up 
decreasing employee performance - Psychological 
Bulletin

30%improvement in performance is all managers 
believe will be generated in the process – CEB5%

If you are clear about performance you can design any system, I 
personally believe the issue is not about design, there is no perfect 
design. I have a strong bias for a performance management system 
anchored around coaching where you move the manager from 
being a boss to a coach. I don’t care about the rating spread. Today 
the entire conversation is about rating - 1, 2, 3; ABC, it is bizarre! The 
bell can have any shape and size and there will be a curve; there are 11 
people in the cricket team, not everyone can be the man of the match, 
that doesn’t make them bad players. 

- Prabir Jha, President & Global Chief People Office, Cipla

I don’t think performance management is killing performance. I think organizations need systems to 
look at performance, evaluate, measure & improve them. What is probably killing it, are the processes. 
Some of the processes, paperwork & bureaucracy that we built around it is killing it. I personally feel 
you need a good system for understanding expectations from the job, whether people are living up to 
those expectations & how do you improve that performance. And I think you have to do it in a way that is 
scalable. Hence the need for a process to manage & improve performance. I wouldn’t say performance 
management, I would rather call it the system of performance improvement. 

- Krish Shankar, Group Head HR, Infosys

Is performance management killing performance? It is killing organizations, HR, culture, creativity, 
and collaboration! Look at Enron and Lehman Brothers - Harvard Business Review talks about 3 
reasons for the debacle of these organizations (1) Over leverage (2) Ratios between finance and equity  
(3) Performance Pay! Pay for Performance led to unintended behavioral consequences!  

- Y R Wilson, President HR, Himatsingka Seide Ltd.

Q1. Is Performance Management Killing Performance?

The U.S. military 
created merit-
rating system to 
flag & dismiss 
poor performers. 
The Army devised 
forced ranking to 
identify enlisted 
soldiers with 
potential to 
become officers.

Social 
psychologist 
Douglas 
McGregor argued 
for engaging 
employees in 
assessments and 
goal setting.

Jack Welch 
championed 
forced ranking 
at GE to reward 
top performers, 
accommodate 
those in the 
middle, and get 
rid of those at 
the bottom.

Organizations 
got flatter, which 
dramatically 
increased the 
number of direct 
reports each 
manager had, 
making it harder 
to invest time in 
developing them.

Kelly Services 
was the first big 
professional 
services firm to 
drop appraisals, 
and other major 
firms followed 
suit, emphasizing 
frequent, informal 
feedback.

Adobe 
ended annual 
performance 
reviews, in 
keeping 
with the 
famous “Agile 
Manifesto” 

Deloitte, PwC, 
and others that 
tried going 
numberless 
are reinstating 
performance 
ratings and 
keeping the new 
emphasis on 
developmental 
feedback.
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DID YOU KNOW?DID YOU KNOW?



of companies are now reconsidering their 
performance strategy - Bersin70% of workers are dissatisfied with their 

performance reviews - Deloitte80%

About 2 years ago, we changed from Performance Management 
to Performance Achievement.  We realized to change & drive the 
change, we need to lose the old anchors. First, we realized we were 
demotivating more than motivating our employees. By the time we 
were done each year with our performance management process, we 
would have 50% who were termed as ‘mediocre’.   20% as  ‘just above’,  
and they used to believe they were top performers, so we ended up 
demotivating about 70% of our employees.  And the top 30% were the 
‘top performers’. But in all honesty, a company is not about 30%! 

Secondly, all our processes were backward looking.  All our decisions 
were based on the past which has no correlation to future! 

-  Parag Pande, Managing Director, Accenture

I stay away from incentives because my definition of incentive is bribe 
paid for the work for which you’ve already been paid. Incentives don’t 
work! 
We introduced a concept called POOGI, which stands for Projects 
of Ongoing Improvement. Every department takes up projects to 
improve the capability of either the department or organization. These 
are really prestigious projects and people receive recognition for their 
contributions.At the end of the year, we organize a great event where 
employees get an opportunity to showcase their contributions to the MD 
and the Board of Directors, win trophies, accolades and fat cheques too! 

- Y R Wilson, President HR, Himatsingka Seide Ltd. 

Q2. What have you done differently in the last 2-3 years in your organisation?

There is no doubt that Performance Management process appears stuck in another era. This activity remains cumbersome, often 
demotivating, not to mention the drain on time. Today, a number of pioneering companies are taking new approaches returning 
to the roots of the process: set expectations around individual contribution, track performance, then provide guidance and 
support (and occasionally remediation) for improving performance over time. Rather than lean on forms and assessments, these 

companies are relying on coaching, development and forward-looking approaches to achieve high performance across teams. 

DID YOU KNOW?DID YOU KNOW?

Over the last 8 years, we have evolved from working with a subjective sheet to a balanced scorecard. We 
called it a Landmark system. We have since been experimenting on how to eliminate the bell curve. In 
addition, we also saw a need to bring joint accountability amongst functions. It was always a blame game 
otherwise. We introduced MAXAL rate about 3 years ago. It’s a trimester appraisal review. Basically, 
the idea allows us to have reviews more frequently from half yearly to a trimester.

- B Venkataramana, President HR, Landmark Group

1. MICROSOFT - Revamped Evaluation Process 
2. GOOGLE - Retired Ratings, distribution curves and annual reviews
3. DELOITTE - Redesigned performance management system
4. GE - Removed stacked rankings, firing the bottom 10 percent
5. GAP - Replaced year end evaluations and ratings

Companies that revamped PMSs



I am not a subscriber of using technology, look at what happened to 
a leading bank in India which went full scale into technology and said 
that there was no need for their customers to come to the bank. The 
ATM would service all their needs! Now after a few years, they have 
switched back to people visiting the bank. Human contact can never 
be substituted with technology. I think that is the basic premise for 
managing performance, yes it helps in scalability, but definitely not a 
replacement for conversation which the manager has with his team 
member.  When you have 1.7 lakhs people spread across the globe, 
you need to have a technology, but I think at the grass root level & at the 
core phase, the conversation between the manager and the subordinate 
cannot be replaced by an online form!

- Vasant Sanzgiri, Group Head HR, Shapoorji Pallonji Group

I think this real-time feedback through technology is all bulls***, 
because, in the end, it’s a complete waste of time. I think you need to 
have feedback where people talk and explore what needs to be done.  
It’s not about giving feedback, but rather about the application 
which should be the real focus - if a guy is doing a job, then the 
objective should be to get all the data points that are indicators of 
his performance given to him on a real-time basis so that he can take 
decisions better. I think that’s what these performance-orientated 
applications should be doing. Feedback is better given face to face, I 
don’t think any application of any kind really works!

- Krish Shankar, Group Head HR, Infosys

It is my hypothesis that our technology is not keeping in pace 
with how our performance is managed. Look at sports, you have 
a winning team like the Indian cricket team. It has the backing of an 
entire performance ecosystem, right from recording every move of 
the player to giving him feedback, specialised coaches for bowling, 
batting, mental toughness, overall performance coach like Ravi 
Shastri. I don’t think our systems and processes have space for that; 
we are still looking at few of the players with limited data! 

- Vikram Bector, President & CHRO, Piramal Group

Q3. How is technology helping in the performance review process?

Aren’t we more dependent on technology than ever? It’s something we can’t shy away from or overlook.  We have no choice but 
to embrace it and incorporate it in the most useful way in our professional environment. But is it ALWAYS useful & serves the 
purpose? While millienials are high in number today across all organizations & suiting their needs is essential, but can the process 
of performance review which has always been face to face, be replaced by technology? Don’t we all crave a deeper & meaningful 

sense of understanding when it’s by human connect? 



We have 90+ % millenials in India & 70-74% globally. Social media is great and it enables a lot of information 
to come out into the open. The millenials are vocal & open about issues. Jobs are aplenty and there is 
no insecurity related to – “oh, if I talk about this, what will happen?” So do I need to go through different 
forums to voice my concern?”  It’s an incredibly positive development. Today organizations are struggling 
& evolving in realizing how to harvest this data. It is importmant to understand this space and the new 
phenomena of interactive world,  to get a digital leverage out of it. This has incredible potential 
because it will give you unfiltered feedback which you always wanted, and for which you were 
otherwise employing a 100 other ways to get and were still unsure! 

- Parag Pande, Managing Director, Accenture

Q4. What is the impact of social media in performance management and what 
is your experience of dealing with millennials?

Millenials today want to be at the steering wheel and they definitely 
don’t want to be micromanaged. They are not bothered about past 
performance. Millennials look for transparency, instant recognition, and 
I think we need to design our performance management system to 
actually suit their needs. This is becoming increasingly critical to the 
millennials becoming a majority in most organizations. 

- B Venkataramana, President HR, Landmark Group

It doesn’t matter if your organization relies on ratings to determine compensation, or if your organization 
needs to know how people rate, or if you’ve removed performance management from your company. 
The point isn’t what system you use, but how your employees and managers are interacting and with 
what frequency. Providing regular feedback and coaching will only serve to enhance the performance 
management. Here are 3 key considerations of Performance Management for you...

“I want it NOW” – provide 
employees regular coaching on 

their performance!
Providing coaching throughout 

the year makes the year-end 
conversation insignificant and 

places value in the day-to-
day course corrections. The 

continuous feedback between 
manager and employee 

becomes about making small 
changes, adapting to new 

strategies, trying new ideas, 
and maintaining contribution. 

“What next?” - The system 
measures the past; employees 

want the future!
The system measures what 
they did; they want to know 
what they can do! Managers 
need to be more proactive 

and have career growth 
conversations with their 

employees.  In other words, 
managers must address 

developmental opportunities, 
enhanced portfolios and 

promotion options with single 
minded focus on the future.

Get your finger on the pulse of 
the organization!

The higher you move up in 
an organization, the more 

positive the perception of the 
performance management 
system (accuracy, fairness, 

sustaining or increasing 
engagement, etc.). The 

view from the top looks a 
bit different than from that 

at the front lines, so leaders 
need know the reality of 
their employees through 

conversations.

In the End, It’s not about the Process...
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