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It’s no secret that subjectivity and bias play roles in talent evaluations 
– talent ratings are often influenced by rater bias. Further, objective 
talent data is essential to company growth, purposefully managed 
performance, and finally, equitable culture and compensation. 
Organizations need to measure talent performance to make strategic 
talent decisions for hiring, succession planning, salary planning, 
engagement, and retention.

While recent media hype showcases “progressive” companies that 
eliminated performance ratings from talent reviews, this approach 
has flaws and may backfire – causing employee dissatisfaction and 
lack of manager insight into talent. On the other hand, “ratings” are 
portrayed as meaningless since they are a function of subjective 
opinions. 

The challenge becomes how can you evolve your performance 
management tactics to collect objective talent insights without 
abandoning the most fundamental pieces of your strategy? Below 
are five key steps to evolve your performance management process. 
They combine various feedback and coaching techniques to drive 
employee engagement, with meaningful, actionable ratings data.

5 Simple Steps to Evolve your Performance  
Appraisal Process

1: Construct agile and connected goals   
The traditional approach of performance appraisals based on goals 
defined at the beginning of a period and evaluated months later is 
a sub-optimal practice still prevalent in many organizations. With 
nearly any role, the dynamic nature of work calls for goals – and the 
measurement of progress against those goals – to be more agile.

Don’t Believe the Hype:  
 Modern Performance Management Doesn’t Have to be Ratingless

Evolving from a traditional 
performance management 
process can be done in 
phases:

• Increased collaboration  
   & transparency  added to traditional    
   process

• Removal of objectivity from ratings,    
   measurement of discrete outcomes    
   (meet/does not meet) and/or   
   removal of forced distributions

• Dramatically simplified process  
   & removal of “rating” conversation

• Focus moves from annual appraisals     
   to ongoing development and   
   continuous improvement
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Agile goal management should be ongoing throughout 
the year. Goals should be discussed, updated, and 
adjusted on an ongoing, fluid, and bi-directional basis. 

Goal status dashboards can share individual and team 
goal status and accomplishments with managers, teams 
or your entire organization.

Goal alignment is vital to help get a picture of how 
broader, interrelated efforts are progressing across the 
enterprise, and to provide a consistent measurement 
for individuals or groups that may have the same 
job/role. It is critical to align individual goals to the 
overall objectives of the business, which means that 
teams and team members need transparency in their 
goal setting and progress against their own goals 
and the company’s goals. This transparency fosters 
collaboration and engagement, enabling anyone to 
provide feedback on goals and accomplishments. New 
goal definition is also an opportunity for transparency 
and collaboration between managers and employees. 
When employees share in defining their goals monthly, 
they feel more engaged and motivated to accomplish 
those objectives.

2. Check-in frequently (at least monthly) 
Today’s employees, especially millennials, demand 
more frequent interaction with managers. The desire 
for coaching and feedback means managers should 
review goal status and performance more frequently. 

u

Key Considerations when  
      Redesigning a Performance  
Management Program
 
Evolving to a modern performance management 
process won’t happen overnight. Be prepared 
for a journey that may take many months to 
see positive results. Keeping things simple will 
avoid replacing one complicated process with 
another. Getting started with small changes and 
embracing a process of continuous iteration is 
a recommended approach. And, maintaining 
constant communication of the benefits to 
everyone in the organization is critical.  
 
Key questions as you begin evolving your 
Performance Management process: 
 
• What is the reason for this change? Why Now? 
 
• What is the problem you are trying to solve?

• What are the desired outcomes?

• What is important to your managers? Employees?

• Will there be a cycle for reviewing talent?  
   (With continuous performance is there really  
   a start/end?)

• How will you identify & reward top performers?

• How will you identify & manage/develop  
   low performers?

• Does your desired future process fit & align  
   with current culture? What obstacles do  
   you foresee?

• How will you prepare your organization for  
   this change?
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The ability to improve employee performance is 
rooted in continuous value-added conversations, 
rather than an annual or semi-annual evaluation. A 
trend has emerged toward monthly check-ins as the 
new norm, and those check-ins can be incorporated 
into an informal performance management process. 
This regular interaction, consisting of ongoing advice 
and both positive and constructive feedback, provides 
more detailed insights for managers and highly 
engaged, productive employees. Modern performance 
management systems offer ways for managers 
to store and recall these conversations through 
journaling features to more organically assemble an 
employee’s performance record over the course of the 
year, and can help to power a more “evidence based” 
calibration conversation.

3. Diverse and continuous feedback 
In addition to continuous manager/employee 
feedback, peer feedback is rapidly becoming an 
essential pillar of performance management and 
employee engagement – when executed correctly. 
Unsolicited employee feedback, which provides 
encouragement, advice or even criticism, can be a 
catapult for employee engagement and manager 
insights.

Moving away from a heavily weighted “evaluation” 
and instead having varied sources of performance 
feedback gathered at the right time (vs. a pre-set 
schedule) not only helps employees receive insights 
when they are most impactful, but helps to build a 
more realistic view of performance by “diversifying” 
any kind of rater bias that has been shown to be 
inherent in manager evaluation-based processes.  
Critical to the success of garnering peer feedback is to 
ensure that the process be as lightweight as possible, 
making mobile access to the feedback portal critical.

In a recent article in Forbes, Josh Bersin claims, “A new 
market has emerged: Employee feedback apps for the 
corporate marketplace. These tools are powerful and 
disruptive, and they have the potential to redefine how 
we manage our organizations… I believe structured, 
developmental feedback tools will become a standard 
part of performance management software.” 1

Mobile-enabled feedback tools like PeopleFluent’s 
“Anytime/Anywhere Feedback” feature enable  
real-time, in-the-moment commentary by managers 
and peers. Organizations ultimately gather the input  
of a traditional 360-degree review, but the feedback is 
in real-time, making it more clear and impactful. 

Continuous feedback from various sources 
is critical when evolving performance 
management processes. Mobile-enabled 
feedback tied to a performance management 
system can include managers, peers and 
mentors; be captured in the moment and saved 
for future reference during review processes.
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4. Robust and transparent calibration process 
You can do away with a traditional rating scale, but 
that doesn’t address the fact that your company will 
still need to make a call on who the high performers 
are.  A robust process that is rich with data and 
evidence gathered through the sources outlined above 
is the best route to avoiding any kind of systematic 
bias when looking at the problem of recognizing and 
rewarding performance in a “ratingless” world.  

The calibration process is the mechanism by which 
you can drive the right kind of separation between 
driving performance through intrinsic motivation 
(goals, feedback, autonomy, purpose) and “backing 
it up” with extrinsic rewards (promotion, career 
development, financial benefit.)  In other words, “Pay 
for Performance” is still achievable even as you look 
toward de-emphasizing a manager-to-employee 
rating conversation. 
 
5. Keep it simple for unbiased ratings 
Traditional, annual appraisal processes can be time 
consuming and influenced by rater bias. However, with 
monthly goals assigned to employees, and mangers 

executing monthly check-ins, the opportunity to 
rate performance in a simple, collaborative way can 
dramatically improve your performance management 
data, process and outcomes. Simple, yet unbiased 
performance ratings are the key to evolving your 
performance management process.

For example, simplified rating question answers 
for goal accomplishments can be incorporated and 
then calculated with basic Yes/No answers. Other 
techniques include simple questions on future 
assignments or interactions with that employee 
(“Would you assign this task to the employee 
again?” “Would you recommend this employee for a 
promotion?”). Ultimately, this simple yet consistent 
flow of employee performance data can provide 
greater insights into high-performers, promotion 
candidates, compensation decisions, and development 
opportunities.

Regularly scheduled check-in meetings can 
include simplified review questions to avoid 
rater bias and are logged for reference during 
performance conversations.

1. http://www.forbes.com/sites/joshbersin/2015/08/26/emplo 
     feedback-is-the-killer-app-a-new-market-emerges/
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