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In the world of the cloud (cloud computing), businesses reach their highest levels of 

performance and success by adopting a steadfast commitment to reassessing long-

held, often outdated, assumptions and beliefs about their internal and external ways of 

operating. This isn’t just about a company’s business model; it is also a call-to-action to 

shine a light on the company and its employees. It is the commitment to explore how 

people engage with one another and how they contribute to the organization’s quest to 

build and sustain a company culture where people can, and will, bring their whole self 

to work and do their best work.

workforce change rapidly and significantly 
enough to empower the emerging business 
model? As Marshall Goldsmith says, “What 
got you here, won’t get you there.” Thus 
began LivePerson’s renaissance of cultural 
advancement, intellectual transformation, 
self-awareness, reflection and rebirth. 

In March 2010, the more than 300 employees 
gathered together at an all-company event in 
Tel Aviv to engage in very honest and open 
dialogue around LivePerson values and cul-
ture. The company addressed specific 
questions addressed including:

• What really matters to us? 

• What are our possibilities? How will I per-
sonally contribute? 

• What behavioral commitments will we 
make to one another? To our clients? 

• How will we operate as an organization of 
300 employees? 600? 1000+? 

• How will we operate when our employees 
and clients are in two continents? More 
than four? 

• What does all of this mean for us, as em-
ployees? For our customers? For the com-
munities in which we work and live? Our 
shareholders? 

Several key themes emerged from this meet-
ing. The first theme was an articulation of 
core values for LivePerson going forward, 
leading to behaviors that will drive individu-
al and organizational success. These behaviors 
include the following: 

Founded in 1997, with an IPO in 2000, 
LivePerson operates a cloud-based plat-
form that enables businesses to 

proactively connect in real-time with their cus-
tomers via chat, voice and content delivery at 
the right time, through the right channel, 
including websites, social media and mobile 
devices. LivePerson is part of the next genera-
tion of cloud technology companies scaling at 
a global level. To put our business into perspec-
tive, on a monthly basis: 1.5 billion customer 
visits, translate into 13 million unique chat 
interactions among our 8,500 customers who 
rely on our platform to increase conversions 
and improve customer experience. 

Charting a New Course for 
LivePerson
In early 2010, LivePerson Chief Executive 
Officer and Founder Rob LoCascio made a 
strategic decision signaling a gradual shift 
from a single product to multi-product to 
open platform. This move was viewed as a 
bold as the business was thriving under the 
existing single-product business model. Why 
rock the boat when the waters are calm? For 
LoCascio however, long-term survival in the 
industry required nothing less than sustained 
and dramatic change.

As LivePerson moved along the simultaneous 
path of product and market expansion, 
LoCascio began to observe some implicit and 
explicit employee behaviors that left him 
thinking about the ways in which people 
operate during times of organizational trans-
formation and growth. Could the LivePerson 

• Be an Owner – don’t let the “boundaries 
of your job description get in the way of 
addressing something that needs attention, 
energy, ideas and solutions — just do it  

• Help Others – nothing builds collegiality 
and connection than leaning on others for 
help. Ask for it. Offer it. 

• A Collective Commitment to Nurture – (1) 
A culture of community – inclusivity; we’re 
all in this together, (2) Meaningful connec-
tion – fostering authentic relationships 
with one another; seek to understand, (3) 
a maniacal focus on the practical applica-
tion and manifestation of these values and 
behaviors throughout LivePerson, and (4) 
The ongoing, ever-evolving, work-in-
progress design of a connected ecosystem 
of practices, processes, initiatives and ex-
periences that bring to life our culture and 
values for our employees, our customers 
and our communities. 

Aligning Performance 
Management with the 
Business Model
Building, sustaining, evolving and scaling our 
values and culture became a full-time effort at 
LivePerson, as business realities became more 
complex along with accelerated headcount 
growth (currently nearing 800) located on four 
continents. To bring about these significant 
cultural changes, LivePerson needed to make 
key investments in design and implementation. 

The first task was to reimagine performance 
management: how it was done, why it was 
done and when it was done. At LivePerson, 
anyone can innovate, anytime. Employees are 
encouraged to see the world through the lens 
of possibility versus problem spotting and 
solving. Performance feedback was one area 
ripe for such innovation. Starting with a 
group of interested employees coming out of 
the March 2010 event a choice was made to 
scrap LivePerson’s overly engineered online 
performance appraisal process. 
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Collectively, they revisited the definition and 
articulation of LP culture and core values. 
They asked themselves, “What do people 
appreciate about feedback - giving it and get-
ting it? How can we create a scalable process 
that supports our values, creates opportuni-
ties for meaningful connection and drives the 
right behavior and results?” After much 
debate and assumption busting, the team 
determined that the practice and art of coach-
ing (regardless of level, tenure, role, etc.) is 
and was the behavior that matters most. 

From there, Achieve, LivePerson’s global 
feedback and coaching process was born. The 
word achieve, in any language d’atteindre, 
erreichen, conseguir, 实现 means “to gain or 
attain by effort; to bring to a successful end; 
to carry through.” Achieve is about motion 
and action and moving forward and toward 
one’s own definition of achievement. It speaks 
to possibility. From a LivePerson context, 
Achieve is meant to inspire outstanding per-
formance, results and growth. 

Initially rolled out on a global scale, in early 
2011, all employees were invited to partici-
pate in an overview of Achieve; the process 
and tools, learn and refine basic coaching and 
feedback skills. All to prepare them for and 
to conduct Achieve conversations: two-way, 
dynamic exchanges consisting of observa-
tions, insights about what’s possible and 
suggestions for further development between 
direct leaders and their employees, employees 
and their direct leader, and with colleagues. 
The results are a mutual investment to help 
each other achieve their best.

Achieve was designed to be organic, and a 
personal approach rooted in the belief that 
all are owners in each other’s success. Thus, 
particular emphasis was placed on owner to 
owner coaching. As owners (core value No. 
1), each LP employee is expected to take 
responsibility for their own performance, 
growth and development and help others 
(core value  No. 2) in their own learning. 

Navigating Resistance
Watching staff learn the art of coaching pro-
vided some interesting cross-cultural benefits. 
For example, in LivePerson’s large technology 
and research and development center located 
just north of Tel Aviv, the notion of offering 
peer feedback was not embraced initially. 
Most expressed concern over the discomfort 
they felt and/or asserted a view of it not being 
culturally acceptable to be so direct outside of 
the top-down approach. Yet, once given the 

individuals select are done so in collaboration 
with their direct leader and team and con-
nect/align to the topline company priories/
goals, including 

• Description of Priorities 

• What challenges did you face?

• Where did the work end up? 

• Key outcomes? 

• What support/help did you have? 

• In what ways did your work on this prior-
ity impact your team and LP? 

• What else are you especially proud of?

The How
LivePerson is a culture in which true success 
is not just defined by what you accomplish, 
but also how you create those results through 

tools, employees found that direct and open 
conversation — in the spirit of helping each 
other — could be a powerful tool. 

The Achieve Process
Achieve was crafted with four distinct areas 
of focus:

1. The What: Looking Back 

2. The How: Looking Back and Planning 
Ahead 

3. Priority Setting: Planning Ahead 

4. Feedback: Building Connection 

The What
Leaders and team members are asked to con-
sider their collective work, business priorities 
and key contributions over a three-, six-
month and annual period. The priorities 

ExHIBIT	1

➤
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the behaviors you choose and demonstrate. 
LP-specific “North Star” behaviors rooted in 
its core values and four elements of global 
leadership. Leaders and employees are asked 
to use these behaviors as a guide for LP’s 
“3-2-1” tool (see Exhibit 1, p. 67) to evaluate 
strengths, areas for improvement and sugges-
tions for action based on the four key 
elements of leadership LivePerson has 
defined as key for global success. Employees 
are strongly encouraged to use the same 
“3-2-1” tool with their peers, cross-function-
al partners and customers. 

Priority Setting
Each employee is expected to collaborate 
with their direct leader to identify individual 
priorities for the coming year. These priorities 
are specific, measurable and aligned to our 
topline LivePerson priorities. In this part of 
the conversation, the focus is on more than 
timing. Care is also taken to understand the 
support required (tools, resources, partner-
ships) and in what way will this priority 
contribute to team’s success and to the larger 
LP mission.

Additionally, leaders and their direct reports 
work to identify two to three professional 
development priorities to commit to for the 
year. Examples include building or enhancing 
business and/or technical skill(s), stretch 
assignments/special projects, formal/infor-
mal education or other opportunities that 
broaden or deepen professional experience.

Building Connection Through Feedback
LP expects that feedback and coaching are a 
two-way street. Supporting that effort, lead-
ers are asked to be open and vulnerable. 

Consistent with LP’s commitment to be a 
community of “owners,” participants are 
expected to help colleagues at all levels in the 
organization grow and achieve their best. 
Offering one’s direct leader behavioral obser-
vations on how they engage and lead their 
direct reports is an important element here 
(see Exhibit 2). 

ing process has greatly influenced the degree 
to which people feel connected to one anoth-
er, to their team, to their work and to 
LivePerson. 

In addition to Achieve, LP invested in the 
design and expansive rollout of two other 
strategically linked global initiatives that 
connect and further scale its values and cul-
ture of meaningful connection. Global 
Welcome Experience (GWE) is a unique 
approach to onboarding all new employees 
— in all roles, locations and functions. The 
intent of Global Welcome is to provide an 
in-person opportunity for new employees to 
learn and experience LivePerson through the 
lens of meaningful connection with the busi-
ness, LP customers, communities and 
employees. “Legacy” LP employees also par-
ticipate and provide outstanding insight, 
education and mentorship for our newest LP 
employees. 

LP’s Global Leadership Development Expe-
rience (GLDE) brings together small groups 
of leaders, as a cohort, from across LivePerson 
for a highly interactive collaboration-based 
6-month development experience focused on 

ExHIBIT	2

Achieve — the concept, the approach and the 
tool(s) — is intended to be simple and to keep 
the focus on the value of the feedback, the 
dialogue and connection and commitment to 
co-own each other’s success. 

Rolling Out Achieve
Expanding the concept, LP has also begun to 
use Achieve in a more public, team-driven 
feedback exchange between leaders and their 
team. The tool is utilized in small groups to 
deliver direct upward feedback in a facili-
tated and real-time setting; it becomes a live 
360 experience. Helping one’s leader to lead 
more effectively and to offer support and 
feedback, albeit difficult, is empowering and 
transformative. Achieve serves as a constant 
reminder that coaching matters, for everyone.

Recent data suggests Achieve is making a dif-
ference at LP. Year over year results in the 
annual LivePerson culture and engagement 
suggest that the Achieve feedback and coach-

LP’s elements of effective global leadership 
(conscious, connected, informed and influen-
tial leadership) framework. One aspect of 
GLDE that makes this initiative unique is that 
LP has chosen to define “leader” in a slightly 
different way than some organizations do. 
LivePerson recognizes that everyone has the 
ability to demonstrate leadership. As a result, 
LP selects outstanding employees who have a 
history of performance and contribution, that 
are considered to be key influencers among 
their peers and model our values in every 
sense of the word. A leader may be a formal 
people leader, those who lead company-wide 
processes or strategic individual contributors 
who lead and influence through their subject 
area of expertise. GLDE has created connec-
tion and collaboration opportunities that did 
not exist prior.

Reflections from the Case Writers
As you and your leadership team consider the 
realities of your own business, your short-

Participants are expected to help colleagues at all 
levels in the organization grow and achieve their best.



VOLUME 36/ISSUE 2 — 2013 71

term and long-term strategy and goals, and 
the community of employees/talent who 
choose to work for you and with you, the 
needs of your customers, etc., we encourage 
you to give yourselves full permission to 
explore how to best build, sustain and evolve 
your unique culture. This is our collegial pep 
talk to help you explore ways in which you 
can design your own connected ecosystem of 
practices, processes, initiatives and experi-
ences that will bring to life what values you 
hold dear. 

Go ahead, dig deep and get deliciously gran-
ular. Think possibility, not problem. Get out 
of your own way. As the former creativity 
firm Play once said, “Look at stuff. Think 
about it harder.” Generate as many ideas as 
possible using the knowledge and insight 
from “looking at stuff; think about it harder.” 
Don’t think a traditional performance man-
agement system is quite right? So be it. Create 
something that works for who you are. For 
what you stand for. It’s entirely liberating. 

To help you in your own journey, we’ve 
included questions (throughout this article) 

that pushed us to think differently; to help us 
get clear. Here are some others: 

• How is our mission, vision and strategy 
compelling? Inspiring? Easy to under-
stand? Easy to put into practice?

• How are we authentic and transparent as 
individuals and within our organization? 

• How is the experience of working for, or 
with our company, living up to what we say?

• How are our values and culture being lived 
and experienced daily?

• How do we bring people together to mean-
ingfully connect and create something out-
standing? 

• How do we freely relinquish control, give 
trust and support others to do the right 
thing?

• How do we care deeply about diverse voices?

• How do we help others to own and achieve 
their possibilities?

When Rob LoCascio made a choice to think 
about our company culture in a different way, 

he did not do so in a vacuum. Rob was inspired 
and influenced by companies like Zappos, 
W.L. Gore, Google and Patagonia. Also influ-
enced by management thought-leader and 
author Peter Block (now a board member), 
and his writing/teaching, primarily from the 
books Community and Abundant Commu-
nity. Peter says, “If you don’t like the outcome, 
change the conversation.” We changed the 
conversation and we’re so glad we did. 1

Steve Schloss has served as the Global Head 
of People at LivePerson since 2010. He has 
deep strategic and operational expertise from 
start-ups to large companies in software, 
media, financial services, IT consulting, exec-
utive search and retail. 

Edie Mitchell, Ph.D. is an experienced people 
strategist, coach and business partner. In her 
role as Global Director at LivePerson, she 
leads the strategic direction and execution of 
integrated leadership, learning and talent ini-
tiatives (experiences, programs, processes 
and practices) to support growth and devel-
opment of leaders at all levels.

Performance Management as a Business Discipline continued from page 63

understanding where to invest in tightly con-
trolled performance standards (where it is 
acceptable to have more relaxed standards) 
and where to encourage variation, organiza-
tions can begin to leverage the risk associated 
with role performance variance.

A New Vision for 
Performance 
Management
Organizations have a great opportunity to 
transform their use of performance manage-
ment as a business management tool that 
aligns decision making differentially across 
various roles, reflects the unique aspects of 
the business model and culture, and considers 
the risk profile of the industry. With an under-
standing of the issues described above, they 
can better calibrate and integrate evidence-
based performance targets and rewards 
across the organization.

This approach to performance management 
will often require a wholesale change in 
mindset and process. This new mindset 

involves understanding the full continuum of 
HR risk in order to identify which are the 
right risks to take (i.e., which risks can be 
exploited to the benefit of the organization) 
and which are to be avoided. And instead of 
being focused on achieving a targeted perfor-
mance  and reward d i s t r ibut ion, a 
strategically aligned performance manage-
ment system focuses on creating direct links 
between the decision-making process, and 
the workforce segments and organizational 
attributes needed to drive company perfor-
mance. Organizations that embrace this 
approach will have the confidence to invest 
where it will make the biggest difference, and 
just as importantly, not to invest in areas 
where there is little or no possibility of eco-
nomic gain. The result will be a more 
strategically focused performance manage-
ment system with a much higher return on 
investment in the workforce. 
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