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Attracting, developing, and retaining top talent is a top concern for leaders across all organizations. With 
a competitive landscape for skilled labor and a low unemployment rate, implementing a transparent and 
consistent performance management process in place is key to success. Sadly, according to a study done 
by SHRM (Society of Human Resource Management), 95% of employees are dissatisfied with their 
company's appraisal process...and 90% don’t believe that the process provides accurate information 
(Meinert, 2015). In this article, we will take a look at the evolution of performance reviews and share 
insight into how to transform your process into one that provides maximum return. 
 
Performance appraisals are not a new concept. In fact, the first 
performance appraisals were implemented during WWI as a 
method to identify and dismiss poor performing soldiers. They 
were quickly adopted by companies in the 1940's following WWII, 
who were eager to find a way to reward merit increases based on 
performance. By 1960, nearly 60% of companies had put into place 
some form of a merit rating system (Cappelli, Travis, 2016). This 
practice set in motion the “pay for performance” model of the 
traditional performance review that we know today. This process 
consisted of one-sided feedback delivered by the manager and 
then attached a score to that feedback to determine the success of 
the employee.  
 
While this practice was picking up steam, Douglas McGregor, a social psychologist, came forward with 
the first argument that employees should be involved in the appraisal process and should provide 
feedback on themselves, as well as set goals for their growth. This approach was initially championed by 
General Electric (GE). However, in the 1980's, Jack Welch who became GE's CEO coined the practice 
"forced ranking system" that separated the workforce into A, B, and C players. Those identified as C 
players were often "skimmed" from the bottom and dismissed from their roles without development, 
which created a mindset of fear. While this concept was intentionally designed to narrow performance 
into a score that would dictate monetary increase and development of only top talent, it hindered the 
ability to have open, candid conversations about employee development along the way. 
 
While many organizations have moved away from the traditional processes described throughout the 
article, in theory, many organizations are still using a performance appraisal process that mirrors the 
origins of its practice. Managers and employees alike report that categorizing performance into a score 
is daunting and frustrating, not indicative of actual performance, and often inconsistent. Most 
importantly, it does not allow for real-time feedback, or allow for frequent opportunity to reflect on 
progress throughout the year. This is largely in part to the fact that the traditional process only takes 
place annually and looks backward to hold employees accountable for past experiences or behavior. 
Coupling this retroactive approach with a rating or score leads to a dead end that fails to motivate or 
inspire future engagement and success. 
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Zelle Human Resource Solutions conducted research 
into what organizations are looking for in the 
performance management process. Our conclusive 
results indicated the need for a process that 
removes rating systems, and creates a culture of 
transparency through frequent, and open 
communication. Our strategically designed 4x2 
Conversations process will help managers and 

employees embrace areas of positive impact, seek opportunities for recognition, identify challenges, and 
set realistic goals. The 4x2 Conversations process breaks down the one-sided approach of the traditional 
performance review, as managers and employees alike will answer the same questions and come 
together to discuss on a regular basis.  
 
Zelle is working to eliminate the inaccurate results of a traditional performance review by providing a 
platform that encourages transparent conversations with employees and their managers. By breaking 
down the communication barrier, managers will have the knowledge to better develop their employees 
and reduce that 95% of dissatisfied employees, ultimately, reducing turnover.  
 
Ready to break the status quo and transform your culture of feedback? Reach out to Zelle Human 
Resource Solutions at connect@zellehr.com or give us a call at 402-323-1664!  
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