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Performance Management: What ? Why? How? 

June, 2013 

• A cyclical process that guides members of the organization to be more 
thoughtful and intentional regarding their contributions to the organization 

What 

• To support the organizations ability to consistently, and repeatedly achieve 
or exceed its stated goals 

Why (To What End?) 

• Setting clear expectations and standards of performance (what needs to be 
accomplished) and behaviors (how it needs to be accomplished) 

• Aligning individual contributions with departmental and organizational goals 
• Supporting individual’s ability to reach and expand their potential 

How 
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The Performance Management Cycle 
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Manager Evaluations (previous year) 

Development Discussions 
(current/approaching year) 

AA Traditional Performance Management Timeline 

American Airlines June, 2013 

Calibration (previous year) and 
Talent Review (current/approaching 
year) Sessions 

Informal Mid-year Discussions 
(current year) 

Performance Discussions  
(previous year) 

Self-Evaluations 
(previous year) 

Objective Setting 
(approaching year) 
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Performance Evaluation @ AA: Pre-2012 
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Everything Changes… 
 New CEO  
Management restructuring (Project Cascade) 
 In the midst of redesigning leadership competencies 
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Nov, 2011 
AA Files for Chap.11 

Bankruptcy Protection  



Managing the Change 
• PM design team was very clear on why the change was necessary 

 
• “Shopped” the proposed system around with key leaders early in the 

design process 
 

• Instituted new rating categories 
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Change of Rating Scale 
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Needs 
improvement 

or 
additional  
experience  
relative to 

peers 

Needs 
significant 

improvement 
relative to 

peers 

Consistent 
with peers 

Frequently 
exceeds 
peers 

Consistently  
exceeds 
peers 

Previous Rating Scale 
1 1.5 2 2.5 3 3.5 4 4.5 5 

Low Performer 

Unsatisfactory 
Performance,  

Poor 
Results/Behaviors 

Capable 
Performer 

Steady Performance 
- or –  

Learning/Developing 

Strong 
Performer 

Consistent, 
Successful 

Contribution & Impact 

Exceptional 
Performer 

Exceptional 
Contribution & High 

Impact 

Rating Categories for Assessing 2012 Performance 
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Managing the Change 
• PM design team was very clear on why the change was necessary 

 
• “Shopped” the proposed system around with key leaders early in the 

design process 
 

• Instituted new rating categories 
 

• Worked very closely with the system administrator to ensure the 
system could do what we needed it to do 
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2012 Evaluation Requirements 

June, 2013 

 
2012 Performance Assessments 

• Description of 2012 key accomplishments 
• Rating using 1 of 4 performance categories 

 
2013 Key Focus Areas 

• 3-5 focus areas for 2013 
• Describe what success looks like for each 

focus area 

 
2013 Feedback & Development  
• Strengths and areas for development 
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Managing the Change 
• PM design team was very clear on why the change was necessary 

 
• “Shopped” the proposed system around with key leaders early in the 

design process 
 

• Instituted new rating categories 
 

• Worked very closely with the system administrator to ensure the 
system could do what we needed it to do 
 

• Used a “just-in-time” philosophy to educate/inform managers 
• Conducted webinars to discuss the new approach 
• Made available a “managers’ toolkit” to all managers 
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Introduction 
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2012 was a transitional year from many perspectives; performance 
management being one of them. 
 
Based on feedback from managers, we’ve adopted a simpler 
performance assessment process this year. 

 
In 2013, our focus as a company will be on three main goals: 
1. Running a great airline for our customers 
2. Successfully completing our restructuring 
3. Planning and preparing for the merger with US Airways 

 
This year, help your people perform to the best of their 
ability by providing team members with information  
and feedback regarding these questions: 

 
• How have they performed in 2012? 
• What should they focus on in 2013? 
• What are their strengths and areas for improvement? 

• How am I doing? 
• What should I be doing? 
• What are my strengths?  

Areas I can improve? 
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2012 Revised Performance Rating Criteria1 
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Managers choose which of the definitions below best describe team member’s overall performance. 
There is only one whole rating – no “in-betweens”. 

Low Performer 

Unsatisfactory Performance,  
Poor Results/Behaviors 

Team member exhibits 
performance that is 
unacceptable; does not 
meet minimum 
expectations2 

Capable Performer 

Steady Performance 
- or –  

Learning/Developing 

Team member either: 
 
Exhibits results & 
behaviors that meet some, 
but not all expectations2 

-or-  
Is new to their role, having 
insufficient time to gain 
expertise or make an 
impact 

Strong Performer 

Consistent, Successful 
Contribution & Impact 

Team member exhibits 
results & behaviors that 
consistently meet and 
sometimes exceed 
expectations 

Exceptional 
Performer 

Exceptional Contribution & 
High Impact 

Team member exhibits 
results & behaviors that 
consistently exceed 
expectations, and are often 
unique and extraordinary 

1See additional details in Appendix; 2Assumes team member has been in position for a sufficient amount of time 
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Appendix 1: 
Supporting Documents 



TR1 QUESTION  OPTIONS DESCRIPTION 

1) READINESS 
 

Ready Now Able to step into higher-level role now 

Ready Later 
With targeted development, able to be promoted in 6-18 months 
(please comment on development needs in the “Manager 
Comments” section below) 

Right Job/ Right Level Currently seen as being at the right level and/or right role 

2) READY FOR Levels 1-8 &  
IC2 or MGR 

Level and role for which the team member would be ready (e.g., 
Level 4 Individual contributor, Level 5 Manager, etc.) 

3) RISK OF LOSS 

Yes Person is likely to leave the company if not provided further 
promotional or developmental opportunities 

No Person is not likely to leave the company 

4) CRITICAL SKILLS 

Yes Person has unique and difficult-to-replace skills, qualifications etc. 

No Person’s skills and qualifications are not unique or difficult to 
replace 

Talent Review Fields 

June, 2013 

1Talent Review; 2Individual Contributor 

American Airlines 23 



Completing the “2012 Accomplishments” Section 
This section is intended as a way to document and provide your team members with an assessment of 
their key accomplishments in 2012 and 1Q 2013. This should not be an exhaustive list of activities; only 
the key 3-5 critical, successful accomplishments that have either directly or indirectly supported the 
company. 

Recommended Process 
1. Determine the top 3-5 accomplishments achieved by the team member 
2. If applicable, request feedback from other managers who have worked                  

closely with the team member. We realize it may be a challenge to rate the whole 
year. Please use your best judgment. 

3. Review team member’s self-assessment and compare with 
your own thoughts 

4. For each accomplishment describe: 
a) The situation or circumstances faced by the team member 
b) Specific actions the team member took to achieve results 
c) The impact of the accomplishment on the department and/or organization 

 
Upon completion, rate your team-member’s 2012 performance using the newly 

revised Performance Rating criteria 

• How am I doing? 
• What should I be doing? 
• What are my strengths?  

Areas I can improve? 
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Completing the “2013 Key Focus Areas” Section 
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• Team members must have a clear picture of their key responsibilities (i.e., what they must 
accomplish), as well as the behaviors expected of them (i.e., how to accomplish their work). 

• Given the pace of change in the organization, we will concentrate on overarching focus areas of 
work activity in 2013.  

• The 2013 Key Focus Areas section allows managers to “step back” and provide broad guidance 
regarding where team members should focus their attention, as well as clarifying expected results 
for  the coming year. 

Recommended Process 
1. Based on your expectations of your team member in their role,  

identify 3-5 focus areas for 2013 
2. Consider the most important areas the team member can, and must  

impact in order to best support emergence of the new American 
3. Emphasize the importance of collaboration with other team 

members 
4. Where possible, Key Focus Areas should have a direct and obvious link to 

organizational success.  
 
Describe what success looks like for each focus area 
1. Focus on the end results to be accomplished 
2. Expectations should be challenging, but achievable 
3. Where possible, the link between job success and organizational success  

should be stated 

• How am I doing? 
• What should I be doing? 
• What are my strengths?  

Areas I can improve? 
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Recommended Process 
 

1. Follow the guidelines above and document the 2-3 greatest strengths  
(behaviors the team member should continue), and 2-3 most relevant  
areas of opportunity (behaviors the team member would benefit from  
modifying). 

2. Consider suggesting one or more development opportunities1 that build 
on the team member’s strengths and develops their potential 

Completing the “Feedback & Development” Section 
Developing people is one of a manager’s most important jobs, and 
preparing for and providing developmental feedback is an important part 
of that equation. To that end, developmental feedback should be: 

• based on observations and/or definitive knowledge, never on hearsay or rumors 
• specific and clear rather than general or vague 
• descriptive, rather than judgmental 
• expected rather than surprising to the team member 
• relevant rather then trivial 
• focused on behaviors/actions the person can change • How am I doing? 

• What should I be doing? 
• What are my 

strengths?  Areas  
I can improve? 

June, 2013 

1See sample FSU development offerings in Appendix 
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 10% 

• Welcome Your Team Member 
• Acknowledge uniqueness of current performance cycle 
• Explain this year’s process is simplified and streamlined compared 

to previous years 

 15% 

• Review Job Documentation 
• If available, review any job-related documentation your team 

member received during the past year regarding their job (e.g., Role 
Mandate, job description, notes from a past documented discussion, 
etc.)  

• If no documentation is available, verbally review his/her understand 
of their current job, and provide relevant job documentation 

70% 

• Review Manager’s Performance Assessment 
• Provide your team member with a copy of their completed form and 

allow a few minutes for review  
• Ask what questions he/she has 
• Together review each section of the form providing additional verbal 

comments where appropriate 

5% 

• Close the Meeting & File Appropriate Documentation 
• Thank team member for all they do 
• Commit to engaging in regular, formal/informal performance & 

development conversations in the future 
• Sign & file required documentation 

Suggested Planning & Performance Discussion 
Process 
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Appendix 2: 
Manager Tools 



Active Listening Tips: Are You a Good Listener? 
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TYPE OF 
STATEMENT PURPOSE GUIDELINES EXAMPLES 

ENCOURAGING  To convey interest. 
 To keep the person talking. 

Don't agree or disagree.  
Use non-committal words 
with positive tone of voice. 

 I see… 
 Uh-huh… 
 That's interesting… 

CLARITY  To gather more information. 
 To clarify statements. 

Use open-ended questions. When did this happen? 
 I'm not quite clear about that point; 

could you explain it a little more? 

RESTATE  To show that you are listening 
and understand the facts. 

 Ensure accurate interpretation of 
what you heard. 

Restate the other's basic 
ideas, emphasizing the 
facts. 
  

 If I understand, your idea is… 
 In other words, this is your decision… 
 So your view of the problem is… 

ACKNOWLEDGE 
AND VALIDATE 

 Show others that you 
understand, and respect their 
feelings.  

Acknowledge the emotional 
state and feelings. 

 I can understand why you might feel 
this way… 

 You appear to be very angry. 

SUMMARIZE  To recap important ideas, facts, 
etc.  

 To establish a basis for further 
discussion. 

 To review the agreed upon 
action plan or to review progress. 

Restate, reflect and 
summarize major ideas 
and feelings. 

 These seem to be the key ideas you 
have expressed… 

 If I understand correctly, you will be 
completing… 

 Is this an accurate summary of the 
cause of your anger? 

Applying effective listening skills helps build rapport, understanding and trust with your team members. Actively listening 
means that you are fully concentrating on what is being said rather than just ‘hearing’ the speaker talk. It is important that 
the ‘active listener’ is also ‘perceived’ by the speaker to be listening to them. Otherwise the speaker may conclude that the 
listener is not interested in what they have to say. Below are some examples of active listening techniques. 
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Addressing Performance Barriers 
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BARRIER ASK YOURSELF… POSSIBLE SOLUTIONS 
UNSKILLED/ NOT 
KNOWLEDGEABLE 

Team member lacks knowledge or skill to perform well 
 Has the team member ever learned the job? 
 Could the team member have forgotten how to do the job? 
 Could the team member perform well “if their life depended on it?” 
 Are present skills adequate to perform well? 

o Train the team member 
o Provide your team member a job aid to assist in learning 
o Have the team member shadow a good performer 
o Provide a mentor 
o Modify the team member’s job responsibilities  
o Transfer team member to another job 

UNCLEAR  Team member is not clear on the expectations 
 Does the team member know what/when work is expected? 
 Is the team member receiving ongoing and productive feedback? 

o Clearly communicate, in writing if needed, the task expectations 
o Ask team member to repeat back to you expectations 
o Provide team member with frequent feedback 

UNABLE Team member is unable to perform well due to external 
circumstances 
 Are expectations reasonable under current circumstances? 
 Are there tradition or policy barriers? 
 Is the team member dealing with too many competing demands? 
 Are sufficient and appropriate resources available? 

o Remove environmental barriers (e.g., lack of time/ 
resources/equipment, etc.) 

o Perform the task yourself to ascertain if the task is doable 
o Modify “the system” or work processes 
o Reduce workload (e.g., re-assign task assignments) 

UNMOTIVATED Team member can perform well, but is choosing not to 
 Are there rewards for good performance? 
 Are there consequences for non-performance 
 Are there punishing consequences for good performance (e.g., do top 

performers often receive additional work?) 

o Ensure appropriate incentives are in place 
o Provide recognition/rewards 
o Enforce consequences for non-performance 
o Remove punishing consequences for performance 
o Begin documenting performance problem 
o Take disciplinary action  

UNCONFIDENT  OR  
OVERCONFIDENT 

Team member is either overconfident or under-confident in their 
ability 
 Are there “ego” barriers? 
 Does the team member verbally express an ability to perform well, but 

in reality they need additional support? 
 Does the team member express concern about their confidence in 

doing the job? 
 

 

o Provide specific, behavioral examples of problems (to reduce 
false confidence)  

o Take actions to improve real skill or knowledge deficiencies 
o Communicate your belief in their capabilities (“you can do it”)  
o Provide more frequent positive reinforcement   
o Find “safe” opportunities to try new skills; communicate 

tolerance of non-safety related mistakes as part of learning   
o Establish boundaries of responsibility to limit mistakes due to 

over-confidence 

People typically demonstrate performance problems for one or more of the 6 reasons below. Training is best for addressing 
the first reason: lack of skills or knowledge. Other causes may call for other solutions. Before deciding on a solution to a 
performance issue, make sure you are clear on the root cause of the problem.1 

1Your colleagues in the People Dept can help you work through this process. 
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RATER BIAS DESCRIPTION 
ATTRIBUTION ERROR Rater’s evaluation is influenced by his or her perceptions of the causes of the person’s 

performance 

SEVERITY Rater mostly uses the lowest portion of the rating scale 

CENTRAL TENDENCY Rater mostly uses the middle portion of the rating scale 

LENIENCY Rater mostly uses the highest portion of the rating scale 

CLONING/SIMILAR-TO-ME BIAS Rater evaluates more positively people whom the rater views as more similar to him- or 
herself 

COMPETITIVE RATER EFFECT Rater believes that no subordinate should receive a rating superior to the manager's own 

CONTRAST EFFECT Rater is influenced by previous evaluations of other team members 

HALO Rates an individual as outstanding (or poor) in several categories due to their being truly 
outstanding (or poor) in only one category 

HIDDEN AGENDAS Rates people based on underlying/hidden motives (e.g., rewarding a yes-man/ woman with 
higher scores, personally liking one person more than another, etc.) 

LENGTH OF SERVICE BIAS Rater assumes that a long-tenured team member is performing well because of years of 
service/experience 

PRIMACY EFFECT Rater is influenced by an unique event or observation, inaccurately reflecting the team 
member’s overall performance 

PROXIMITY ERROR Responses to appraisal items are affected by responses to other items in close proximity on 
the rating form 

Rating Biases & Personal Perceptions to Avoid 

June, 2013 

Performance assessments and ratings should be fact-based, objective and impartial. Unfortunately, this is easier said than 
done. Decisions are often fraught with biases and errors. This is not because we are bad decision-makers, but because we 
are human. Recognizing and understanding the biases listed below can help reduce their impact on performance-related 
decisions we make. 

American Airlines 32 



Managing the Change 
• PM design team was very clear on why the change was necessary 

 
• “Shopped” the proposed system around with key leaders early in the 

design process 
 

• Instituted new rating categories 
 

• Worked very closely with the system administrator to ensure the 
system could do what we needed it to do 
 

• Used a “just-in-time” philosophy to educate/inform the organization 
• Conducted webinars to discuss the new approach 
• Made available a “managers’ toolkit” to all managers 

 
• Minimize focus on ‘calibration’, and increase focus on ‘talent review’ 
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1 1.5 2 2.5 3 3.5 4 4.5 5 

Pre-2012 Calibration 

Purpose of Calibration 
Discussions: 
 
• Differentiate performance 
• Increase rater 

accountability 
• Increase validity of scores 



Talent Review 

Leaders “present” their employees to the next level up 
 
Share: 
• Name/Position 
• Performance Score 
• Readiness Assessment 
• Development Recommendations 
 
If applicable: 
• Successor Possibilities 
• Critical Skills/Critical Role 
• Retention Concerns 
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Top Talent 
Ready Now 10 7 4 1 

Emerging Talent 
Promotable within  

6-18 months 11 8 5 2 

Right Job/  
Right Level 12 9 6 3 

  Low  
Performer 

Capable  
Performer 

Strong  
Performer 

Exceptional 
Performer 

2013 Leader Performance/Potential: 12-BOX 
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Where do we go from here? 
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Thank you! 
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