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For leaders who want evaluation systems that develop people, not just sort them.

LEADER'S CHECKLIST

Replace comparison with capability.

Forced ranking increases perceptions of unfairness and reduces trust. Ask how someone has grown and what

support might unlock their next level, not where they fall relative to peers.

Use narrative, forward-looking feedback.

Employees find narrative reviews fairer and more motivating than numerical ratings, especially when they need to

improve. Describe behaviors, context, and possibility, not categories.

Increase feedback frequency.

Continuous, person-mediated coaching improves performance and motivation more effectively than annual rating

cycles. Make development an ongoing conversation, not an annual event.

Stop using calibration to fix the curve.

Calibration meetings can introduce new biases when unstructured, including uneven speaking time, group

conformity, and disproportionate scrutiny of certain employees.

Separate development conversations from compensation decisions.

When growth and pay are discussed in the same conversation, defensiveness replaces honesty. People manage

perception instead of pursuing mastery.

Make expectations explicit and evolving.

Modern work requires adaptive goal-setting, not annual check-ins against static objectives written months before

reality changed.

CRAFT GUARDRAILS

Evaluate work, not people.

Focus feedback on behaviors, outcomes, and context. Labels feel permanent. Coaching opens possibilities.

Avoid categories that close doors.

A rating that feels final discourages the very experimentation and stretch that would improve performance. Frame

assessment as a point in a journey, not a verdict.

Ask future-focused questions.

What is next beats where did you land as a frame for growth conversations. Energy follows the question.



Ensure fairness through process, not distribution.

Remove forced curves. Design transparent decision paths. Fairness perceived in the process is more motivating

than fairness perceived in the outcome.

REFLECTION PROMPTS

Did anyone grow because of your last performance conversation?

If the answer is uncertain, consider what the conversation was actually designed to accomplish.

What question do you wish you had asked in your last review cycle?

Try asking it before the next one starts.

Where are people on your team managing perception instead of pursuing mastery?

That gap is often a signal about the safety of the evaluation environment.
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