
 Developing A Performance 
 Management Culture 
 Overview 
 Manufacturing Intelligence is a centuries old industry, providing client organisations with data 
 to inform their operations. Hexagon Manufacturing Intelligence (HexagonMI) was a relative 
 newcomer to this industry, with bold ambitions. 

 After a little more than a decade in operation the Hexagon Group set HexagonMI stretching 
 three-year performance improvement and growth targets. Their CEO recognised a need to 
 invest in its people, and organic growth, through performance management. To achieve this, 
 Business Psychologists would be deployed to create a new performance culture. 

 Challenge 
 Organisational Context 
 Manufacturing Intelligence provides organisation with relevant manufacturing data, sourced 
 from multiple platforms. This is used to inform manufacturing organisations’ operations. 
 HexagonMI specifically focused on helping manufacturers develop disruptive technologies 
 and life-changing products. Hexagon MI is a global leader in sensor, software and 
 autonomous solutions. They put data to work to boost their manufacturing, infrastructure, 
 safety and mobility clients’ efficiency, productivity and quality. 

 An organisation born of an acquisition shortly after the turn of the century, they continued to 
 grow by acquisition and, within a little over a decade they had 5,300 employees. They 
 attributed their success to their niche products, a regional structure and most of all their 
 people. 

 The organisation was intentionally decentralised, with regional teams experiencing a high 
 level of flexibility and autonomy to meet local clients’ demands. However, with business 
 growth, more clients were demanding global solutions and consistent global pricing. So, a 
 global Key Accounts Structure was introduced, with associated matrixed reporting lines, 
 which added a layer of complexity in the organisation. 

 Additionally, the Hexagon Group had set ambitious financial targets which HexagonMI was 
 expected to support. 

 Employee Context 
 The CEO and the senior management team at HexagonMI realised that just introducing the 
 new matrixed structure was not enough. To shift the organisation to the next level, they 
 would need to ensure that they had the right people in the right roles. They also wanted to 
 increase their insight into their employees, to identify high performers and successors for 
 critical roles. And they wanted to know how best to manage underperformers. They needed 



 a systematic and global approach to talent management which had previously been 
 managed regionally, with local HR systems and processes. 

 A systematic approach to talent management would mean a single global performance 
 management process, a single talent review and succession planning methodology, a global 
 leadership development curriculum and standardised career pathways. Collectively, this was 
 very ambitious in a historically conservative industry. 

 Defining Objectives 
 The decision was made to focus initially on two areas: 

 −  A global performance management process for the global HexagonMI organisation 

 −  Succession and talent reviews for the top two levels of the organisation 

 They recognised a number of constraints and challenges would need to be addressed 
 before this could be accomplished. Specifically: 

 −  existing local processes 

 −  language requirements 

 −  cultural differences 

 −  the lack of global online systems 

 They also anticipated that Regional Presidents may need to be supported as they were 
 being asked to discuss and share their talents for the first time. 

 Approach 
 A Talent Manager was hired to introduce a performance and talent management process 
 across HexagonMI. The Talent Manager identified all the stakeholders that would be 
 impacted by the change, starting with the sponsors of the project, the CEO and Head of 
 Human Resources (HR). As the work progressed, the Talent Manager needed to gain 
 support from the Presidents for each region and global functions (such as Finance and 
 Marketing); all those on the Senior Management Team. Regional HR teams would be 
 encouraged to buy-in to plans too, as they would be the local implementers of new process. 

 Business Models Applied 
 William Bridges’ Transition Model 
 The Talent Manager recognised that a cultural shift would be required in the organisation. In 
 addressing this, a transition model the Talent Manager elected to use was created by William 
 Bridges, published in his 1991 book "Managing Transitions." 

 Bridges, who held a doctorate in American Civilization, proposed that transition was the 
 psychological process of adapting to change. The main strength of the model was that it 
 focused on transition, not change. The difference between these is subtle but important. In 
 this context, change is something that happens to people, even if they do not support or 
 agree with it. Transition, on the other hand, is internal. It is what happens in people's minds 
 as they go through change. Change can appear to take place more quickly, whilst transition 
 may occur more slowly. 



 Bridges’ model highlighted three stages of transition that people go through when they 
 experience change: 

 −  Ending, Losing, and Letting Go, which is about letting go of the past 

 −  The Neutral Zone, a stage in which the past is gone but the new is not yet fully 
 present 

 −  The New Beginning 

 Bridges suggested people would go through each stage at their own pace. For example, 
 those who were comfortable with the change would likely move ahead to stage three more 
 quickly, while others may linger at stages one or two. 

 John Kotter’s Leading Change Framework 
 The Talent Manager also recognised the need to practically manage the significant change 
 required. To address this, she was informed by Kotter’s change framework. 

 “Leading Change,” published in 1996, was a distillation of Dr John Kotter’s observations of 
 many leaders and organisations, as they were trying to transform or execute their strategies, 
 over four decades. From this observation he identified and extracted success factors for 
 change described in an eight-step process. 

 −  Step 1: Create a Sense of Urgency 

 −  Step 2: Build a Guiding Coalition 

 −  Step 3: Form a Strategic Vision and Initiatives 

 −  Step 4: Enlist a Volunteer Army 

 −  Step 5: Enable Action by Removing Barriers 

 −  Step 6: Generate Short-Term Win 

 −  Step 7: Sustain Acceleration 

 −  Step 8: Institute Change 

 (Kotter held multiple academic qualifications including a doctorate of Business 
 Administration from Harvard Business School. The change model he proposed reflects his 
 experience of the world of work although it is not positioned as a psychological model. 
 However, a critical analysis of this approach was positive, validating the “readiness and 
 suitability of Kotter’s change management framework.” (Rajan & Ganesan, 2017)) - Clodagh 
 O’Reilly, Founder of the ABP Awards 

 Facilitating the Change 
 A vision was created with the two sponsors and used as the basis for driving the change 
 across the organisation: 

 “To foster a global culture where the contribution of each employee is recognised and 
 valued, and we invest in employees to ensure the future success of the company” 

 John Kotter’s Leading Change framework was used to guide the change process. 

 Additionally, there was strong recognition that many people may resist the change and would 
 need to understand why the organisation was changing and what it would mean for them. 
 William Bridges’ change model was thus applied to guide this process to ensure the Talent 



 Manager was able to answer questions about why the organisation was changing, the 
 transition required and the new behaviours to be acquired. 

 Working with Constraints 
 Being constrained, by not having an online system to automate the process, forced the 
 Talent Manager to consider alternatives. 

 Introducing new paper-based templates, without a system, would not necessarily be 
 productive. A review of the existing templates being used across the organisation, however, 
 revealed only very minor differences. So only relatively few changes were essential to make. 
 The changes required were addressed however: 

 −  All regions agreed to a shared five-point performance rating scale 

 −  A global set of guiding principles would be applied in all regions 

 Principles of Performance Management 
 The guiding principles, outlining performance management expectations in all regions, were 
 introduced as follows: 

 −  SMART goals and objectives would be set for all employees, aligned to business 
 targets 

 SMART is a mnemonic/acronym, giving criteria to guide how effective objectives can 
 be set. The letters S and M generally represent an objective being both Specific and 
 Measurable. Different words are attributed to the other letters (A, R and T), 
 commonly: Achievable (or Attainable), Relevant, and Time-bound. (The first 
 reference to this approach to goal setting appears to have been from George T. 
 Doran in 1981, although the term has often subsequently been associated with the 
 work of Peter Drucker.) - Clodagh O’Reilly, Founder of the ABP Awards 

 −  Praise and recognition where performance meets or exceeds expectations 

 −  Informal feedback and ongoing dialogue between employee and Manager throughout 
 the year 

 −  Regular review of goals and objectives to assess progress and achievement 

 −  Coaching, development or the implementation of a Performance Improvement Plan 
 (PIP) where performance does not meet expectations 

 −  Ongoing professional development and learning 

 −  Formal yearly performance review for all employees with their Manager 

 Creating Pride 
 To facilitate a consistent approach, a set of guiding principles were introduced. These 
 outlined the expected behaviours of all employees and Managers. 

 Collectively this offering was called the “Principles of Performance Management.” Working 
 on this basis, the performance management process was branded “PRIDE,” an acronym 
 referencing Performance Review and Individual Development. 

 The Programme Sponsors wanted to give people a sense of pride and ownership, removing 
 any potential negativity that may have been associated with performance management in 



 the past. Their research showed that the word PRIDE was seen positively across all the 
 regional cultures in the group, and it translated well into other languages. 

 Activating Change 
 Comprehensive communication and engagement, training and marketing plans were 
 developed to ensure that the new approach was shared with all employees in a series of 
 meetings, in-person and virtually. A video was created by the Chief Executive Offer 
 explaining the change to all employees (translated into seven languages) and a central 
 PRIDE portal was created on HexagonMI’s internal website. This contained all the relevant 
 information, guidance notes and internally designed training materials for all employees. 

 In addition, to reinforce the Principles, PRIDE-branded Post-It pads were introduced and 
 Managers were encouraged to write ‘thank you’ notes to employees for a job well done; also 
 taking pictures and uploading them to the PRIDE portal. 

 All HR Managers participated in a two-day workshop, called “Coaching for Performance,” to 
 provide the skills required for them to coach their local business’ Managers. 

 Succession and Talent Reviews were branded with the acronym “STAR” and followed the 
 principles of the McKinsey nine-box grid. The Regional HR Managers were trained in the 
 STAR process, to subsequently coach and facilitate their Regional Presidents’ preparation 
 for a STAR meeting with the CEO. The first STAR meeting took place just six months after 
 the deployment of the PRIDE and STAR processes. 

 (The McKinsey Nine-Box Model has been used to record evaluations of employees, 
 especially when wanting to compare a number of individuals, to inform decisions on 
 development investments, succession planning and the like. Using a nine-box matrix (three 
 boxes by three boxes), charted with a vertical axis of “Potential” and a horizontal axis of 
 “Performance,” employees’ current performance determines the position they are placed in, 
 within the matrix, horizontally whilst their perceived potential determines where they are 
 positioned in the matrix vertically. The highest performers with the highest level of perceived 
 potential would thus be placed in the top right position on the matrix, with the poorest 
 performers on the bottom left.) - Clodagh O’Reilly, Founder of the ABP Awards 

 Outcome 
 Enabling Adoption 
 Within six months, over 700 Managers and Team Leaders were trained to deploy the PRIDE 
 approach. Training delivery continued at high levels for the first 12 to 18 months, with 
 classroom training and webinars delivered in multiple locations and training guides 
 downloaded from the PRIDE Portal. 

 Training continued to be delivered on an ongoing basis, particularly around the key 
 milestones in the process each year, for example at the point of Objective Setting, Interim 
 and Year-End performance reviews. 

 Measuring Adoption 
 Employee participation in a formal performance process increased from 67% (in the year 
 prior to the intervention) to 87% (in the first year). These levels were sustained in the years 
 that followed: 



 PRIDE completion percentages: 

 −  Year 1: 87% 

 −  Year 2: 86% 

 −  Year 3: 87% 

 Some regions saw more significant improvement. For example, prior to the PRIDE launch, the 
 business in  Japan did not conduct any performance  reviews of their employees. By the third 
 year their completion rate was 100%. 

 The PRIDE Post-It’s were well received, evidenced by both Managers and employees 
 sending pictures of their Post-Its to be included on the PRIDE portal. This provided 
 recognition and praise for employees receiving the Post-It and reinforced the positive 
 behaviours that HexagonMI were seeking to promote through the organisation, by means of 
 the Principles of Performance Management. 

 Feedback from employees was very positive as they expressed feelings that they 
 understood what was expected of them and could participate in feedback conversations with 
 their Managers (where they both received and gave feedback). 

 PRIDE became well known across the organisation and was adopted as the standard 
 language when referring to the annual Performance Review process.  (This is noteworthy as 
 there is a close relationship between language and culture. Claire Kramsch demonstrated 
 that, for something to be truly embedded within a culture, it would need to become part of 
 the language of that culture. The adoption of the PRIDE language, therefore, could be seen 
 as representing the desired shift in the HexagonMI’s culture (Kramsch, 1998).) - Clodagh 
 O’Reilly, Founder of the ABP Awards 

 Practical Value 
 In the initial STAR assessments, of the two most senior levels of Managers (below CEO) 
 within the organisation, a total of 136 individuals were assessed. The outputs from this work 
 enabled the CEO and the Senior Management Team to have a reliable overarching view on 
 the distribution of their most talented senior employees across the organisation, as well as 
 meaningful discussions regarding potential successors for critical roles. As part of the STAR 
 process, any underperformers were also discussed and clear strategies agreed to manage 
 each individual’s performance appropriately. The practice was repeated each year. 

 Additionally, in the spirit of performance improvement, the CEO’s Senior Management Team 
 elected to undertake a 360˚ PRIDE survey. This provided the senior Leaders with greater 
 transparency about their performance and behaviours when working with their 
 teams/stakeholders. This allowed for meaningful development plans to be put in place for 
 some of them as well as discussions about successors for their positions. 

 As HexagonMI continued to grow, and acquire new companies, this enhanced performance 
 management approach became part of their culture. The Talent Manager reflected, “It’s our 
 DNA. We share with target companies our PRIDE & STAR philosophy and once on-board, 
 all new employees are inducted to the HexagonMI way.” 
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 Editor’s Observations 
 The approach taken in this case study reflects practices supported by business change 
 models and methods. These may be supported by psychological theory, although that has 
 not been explicitly outlined in this case study. To address requirements, like those described 
 here, a Practitioner may wish to consider, for example: 

 −  Appreciative inquiry, a strengths-based, positive approach to organisational change, 
 can help people move toward a shared vision for the future.  Appreciative inquiry 
 makes use of questioning and envisioning to foster positive relationships and build on 
 the present potential of a person, organisation or situation (Bushe, 2013) 

 −  Simplifying complexity with tools addressing mental models. Mental models are how 
 we understand the world. ‘The image of the world around us, which we carry in our 
 head, is just a model… selected concepts, and relationships between them, used to 
 represent the real system’ (Forrester, 1971) 

 −  Developing self-efficacy, “people’s beliefs about their capabilities to produce 
 designated levels of performance that exercise their influence over events that affect 
 their lives” (Bandura, 1994), with tools from  Self-Efficacy  Theory (SET) 

 −  Addressing inertia, for example with the model proposed by Kurt Lewin, Unfreezing, 
 Moving, Refreezing (1951). This model is an early three-stage approach for change 
 proposed to overcome inertia and dismantle existing beliefs, values and norms. It 
 suggests the process of change entails creating the perception that a change is 
 needed, then moving toward the new, desired level of behaviour and finally, 
 solidifying that new behaviour as the norm 


