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Introduction
I’ve been thinking about how to make work a better, 

more productive place for most of my working career. 

Since my early days as an analyst, I’ve been sure 

there must be a way to make conversations between 

managers and employees a collaborative process 

that doesn’t pit their interests against each other.

I’ve always been convinced that technology could 

be the answer. Instead of replacing face-to-face 

discussions it can make them richer and more pro-

ductive. By holding everything related to performance 

management in one place – objectives, feedback, 

personal development ambitions – it means both 

managers and employees have a clear idea of what 

they want to achieve and how they plan to make 

those ambitions real.

The value and power of technology has been under-

lined by the past 18 months. It has enabled thousands 

of businesses to adapt almost overnight to remote 

working. Teams that have spent years sitting side by 

side with each other, suddenly had to learn how to 

work together effectively when separated by miles. 

The fact that this has been done so effectively in 

many workplaces has highlighted that much more 

flexible working arrangements can work and just 

being physically in an office doesn’t guarantee that 

employees will be more productive.

About Roly Walter

Roly launched online performance management system Appraisd 

in 2012. Since then, it has been adopted by hundreds of businesses 

and is used by tens of thousands of employees around the world. 

Roly began his career as a Business Analyst at Goldman Sachs de-

signing global online HR tools. It was this experience that inspired 

him to design and launch Appraisd.

It also highlights how quickly plans may have to 

change. Very few of the business objectives set at 

the beginning of 2020 would have been relevant by 

Easter. I know I had to rip up mine and start with a 

blank piece of paper. Since then, agility has been 

key. With so much continuing uncertainty about the 

outside world and how and where people will work 

going forward, the need for ongoing conversations 

within an organisation has never been more important.

Effective communication will be arguably the most 

important requirement for businesses in the new 

future. If employees aren’t clear about what they 

should deliver and what value they bring to an or-

ganisation, they will quickly become disillusioned 

and disengaged. Performance conversations need 

to be at the very heart of this, ensuring managers 

and employees are on the same page and have a 

channel to discuss progress and problems.

This seems the perfect time to step back and as-

sess your performance management process and 

judge whether it is fit for the world as it is now. This 

whitepaper will look at the role of performance man-

agement, what it should achieve and how to make 

reviews, goals and feedback work effectively for 

everyone in your organisation in the post-Covid world.

 

 

Roly Walter

Founder

Appraisd
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What is the new 
role of performance 
reviews post Covid?
Since the industrial revolution, employers have want-

ed to review the performance of their workforce. 

Back then it was a simple equation – more produc-

tive employees meant more profits. The focus was 

very much on sweating all their assets as hard as 

possible, including their staff. This was a top-down 

process – managers would tell employees what to 

do and expect them to follow orders. There was no 

discussion and little dialogue. Those that missed 

their targets were out, easily and quickly replaced. 

Frederick Winslow Taylor captured the essence of this 

in his theories around Scientific Management in the 

early twentieth century. While he advocated greater 

cooperation between managers and employees, he 

believed all workers were motivated by money and 

pay should be linked to performance. 

While things have clearly changed since then, the 

sense that performance reviews are a rudimentary 

management tool designed to simply determine who 

should be rewarded and who is not up to scratch 

persists. Many organisations, particularly large, es-

tablished firms, still link pay rises and bonuses to 

annual performance reviews using the process to 

rank employees in a strict order, with those at the 

top being rewarded and those placed at the bottom 

put under scrutiny. This so-called “rank and yank” 

approach forces managers to compare employees 

with each other in a very subjective way and assumes 

there is a set percentage of people underperforming. 

Top Tips 

For effective performance reviews 

from our clients 

 ● Make sure any questions used in your 

performance reviews are relevant to the 

team or department. Adapt your forms to 

suit job roles and responsibilities.

 ● Focus on manager buy-in. Performance 

reviews can be a positive and motivational 

experience for employees, so make sure that 

line managers are aware of their power to 

help their teams to excel and give them the 

necessary attention they deserve.

 ● Work out how often performance re-

views should take place in different parts 

of the business. Some teams may need a 

quarterly review, while in others it would be 

more appropriate to carry them out less 

often. The more tailored you can make them 

to the needs of each team, the more effec-

tive they will be.

Neil Wainwright-Farrar 
Head of Learning and Development,
from business travel agency, Clarity Travel
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This system is hugely open to bias, with managers 

rewarding the employees they like and placing those 

at the bottom that they clash with or who won’t 

complain about their ranking. It is not a particularly 

useful process as it assumes the workforce will fit 

into a neat distribution curve. Employees can easily 

hit their targets but not be recognised for them as 

others may be deemed to have done better on a 

subjective appraisal.  

So, what should the role of performance reviews be 

for the modern workforce? They should be opportu-

nities for line managers and employees to spend a 

prolonged period of time together to discuss the past, 

present and future. While it’s important to acknowl-

edge what has gone before, the focus should be on 

what needs to be prioritised now and in the period 

before the next review to make sure an employee 

is working towards relevant, challenging objectives 

and has the support they need to achieve them. 

Managers should use them to address any concerns 

and make sure no issues are ignored and, ultimately, 

becoming more serious problems.

They are also a chance to step back and look at the 

bigger picture, giving employees an opportunity to 

express how they would like to develop and where 

they see their career progressing. Armed with this 

knowledge, managers can consider how best to 

support their employees and help them find the 

best path forward.

Why do performance 
reviews need 
to change?
Many of our clients come to us because performance 

management is not working for their organisation. 

Time and again we hear that their employees are 

not engaged with the process and reviews are not 

being done. 

Often, the HR team feel like they are pushing water 

uphill getting managers and employees to see the 

value, yet they are being charged with providing 

senior leaders more insights on how engaged and 

productive employees are. There is a disconnect, 

with reviews not being given the prominence they 

need and deserve. 

While for many, making the process easier and quicker 

for employees and managers to access by introducing 

an online performance management system provides 

a huge leap forward, it is not the only answer. We 

find there is much more that could be improved.
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Frequency of the review
While much has been written about the annual ap-

praisal being a thing of the past, it is still a reality 

in many organisations.

Our own research discovered:

Meeting just once a year is unsatisfactory on so many 

levels – feedback will be missed, events forgotten 

and objectives set 12 months earlier may become 

completely obsolete. It is no wonder in this situation 

that reviews can appear irrelevant. Managers can be 

impacted by recency bias, when they are only able 

to remember events that have just happened, rather 

than what’s gone before. They can also be affected 

by spillover bias, continuing to assess an employee 

on past performance rather than how they are per-

forming currently. Wording of the review

Words are powerful. Choosing the right ones to use 

can make an enormous difference. They shape how 

people will view and feel about the review. If you 

are asking questions in a way that is uninspiring or 

feels negative, employees will not want to engage 

with the process. Our clients, Mullenlowe, found that 

rewording their review forms made a huge difference.

36%
of employees were still 

having an annual appraisal.

Top Tips 

For effective performance reviews 

from our clients

 ● Set short term goals instead of long-term 

objectives. Our business and the industry 

we operate in moves so quickly; long term 

objectives can quickly become outdated. We 

have found having short term goals enables 

us to be more agile, ensuring people are 

working on the right things at the right time. 

This helps improve motivation as people 

experience a sense of achievement on a 

regular basis and can see progress.

 ● Make performance an ongoing  conver-

sation. By setting shorter term goals, per-

formance becomes a regular conversation 

instead of something that is only discussed 

once or twice a year. We encourage our 

teams to review goal progress during their 

one-to-ones.

 ● Link all goals to a business objective. 

This helps people understand how they can 

contribute to the organisation’s success. If 

a goal doesn’t align to a business objective, 

then we question if it’s something we should 

be doing.

Emma Powell 
Head of Learning and Development
from marketing automation specialists
RedEye

https://www.appraisd.com/blog/checking-in-on-check-ins/
https://www.appraisd.com/blog/checking-in-on-check-ins/
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By making the wording more positive and shifting 

the emphasis to focus on outcomes, they found 

employees began to look forward to their reviews 

as they can now see the benefits in terms of their 

own development and career progression.

Tone of the review
In the past, the role of the manager has been to 

give instruction and direction to employees, telling 

them what to do. 

This has evolved as the balance of power between 

managers and employees has shifted. With more 

employees working remotely, this approach be-

comes far less effective. Managers need to trust 

their employees to find a way to be proactive and 

discover solutions themselves when they cannot 

be with them. Introducing a coaching approach in 

performance reviews, which encourages employees 

to work things out for themselves as well as to help 

them determine what they need to concentrate on 

themselves can be enormously beneficial.

We redesigned our questions 
to get employees thinking 
more about how they wanted 
to develop and progress their 
careers. The focus of their 
conversations with their line 
manager then became about 
how they could achieve these 
goals and what the company 
could do to support their ef-
forts. This immediately made 
the process more positive and 
dynamic, not dwelling on 
things from the past employ-
ees couldn’t change. 

Jamie O’Connor
Learning and Development Partner,
Mullenlowe
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What employees 
now want from 
their performance 
reviews?
The pandemic has given people an opportunity to 

reassess their working lives – what they want to get 

out of work, where they want to work, what their work 

means to them. It has shown how quickly plans can 

change and that very few things in life are certain. 

The pandemic has given people an opportunity to 

reassess their working lives – what they want to get 

out of work, where they want to work, what their work 

means to them. It has shown how quickly plans can 

change and that very few things in life are certain. 

If employees are going to devote much of their wak-

ing lives to their employers, they want those hours 

to mean something. This is especially true for young-

er employees. 

69%
of non-millennial employees and 

87% 
of millennial employees rate “professional 

or career growth and development oppor-

tunities” as one of their top priorities.

Top Tips 

For effective performance reviews 

from our clients

 ● Emphasising the importance of per-

formance reviews. We got senior leaders 

to get behind the programme and speak at 

our townhall before mid-year review season 

explaining the importance of giving good 

quality feedback so that everyone became 

aware of how to structure their feedback 

and approach the feedback writing process 

(with clarity and specific examples).

 ● Forward planning. We set up a key review 

dates calendar making sure that everyone 

was progressing on their reviews lead-

ing up to the deadline (check point dates  

for closing self reviews, closing peer reviews, 

signing off on reviews, etc).

 ● Consistent tracking of data for submis-

sions.  Our team tracked the people and 

percent  of submissions at every checkpoint 

and made sure to send reminders to those 

who hadn’t submitted. This was effective in 

making sure every single employee got feed-

back on their mid year performance. Last 

June, we’re happy and proud to say that we 

closed reviews for 100% of our employees 

on Appraisd. 

Cel Recto 
Product Designer | Employee Experience 
Designer at Growsari

https://www.gallup.com/workplace/236438/millennials-jobs-development-opportunities.aspx
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As well as wanting to develop their own skills, employ-

ees want to know that they are contributing positively 

and what they are doing is making a difference. They 

want to work for someone that shares their own be-

liefs and to know they are working towards a vision 

and purpose they can be proud of. 

Performance reviews are an essential part of show-

ing employees how their efforts fit into the wider 

context of the business and that these are valued 

by their employer. By connecting their work to the 

objectives of the organisation, they feel included in 

a much wider effort. It gives them an understanding 

of their role and how improving their performance 

not only helps themselves but their colleagues and 

the business as a whole.

Employees value and appreciate feedback. Our own 

research found that: 

61%
of employees would prefer to work in organ-

isations that embrace a feedback culture. 

This is especially true for younger employ-

ees, where 71% said they would prefer it

46%
of employees say they care about work-

ing in organisations that have a positive 

impact on society.

An important part of any performance review is 

imparting relevant and timely feedback, that an 

employee can learn from and use to further their 

own development. Corrective feedback is highly 

prized by employees: 

Feedback should be a two-way process. It is just 

as important for employees to have a channel to let 

their managers know how they are doing and what 

they can improve as it is for employees. Performance 

reviews provide an ideal opportunity for employees 

to do this in a way that feels natural and constructive.

72%
believe their performance would improve 

if their manager gave them more.

https://www.gallup.com/workplace/236438/millennials-jobs-development-opportunities.aspx
https://www.gallup.com/workplace/236438/millennials-jobs-development-opportunities.aspx
https://www.gallup.com/workplace/236438/millennials-jobs-development-opportunities.aspx
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Tips for getting 
performance 
reviews right for 
employees

 F Arrange reviews well in advance so both parties 

have enough time to plan what they want to 

discuss and gather relevant feedback.

 F Make sure they are not bookended by meet-

ings that may overrun – employees must not 

feel rushed or that their review is not important.

 F Set expectations in advance – make sure both 

the employee and the manager have an oppor-

tunity to say what they would like to get out of 

the review.

 F Put the employee’s role into context – line man-

agers should use the review as an opportunity 

to update the employee on any major  vents 

that are happening in the organisation that may 

affect them.

 F Don’t dwell on past mistakes – review any errors 

but concentrate on what can be learned from 

them and what can be done differently in the 

future.
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What employers 
should aim to 
achieve from 
performance 
reviews
The primary purpose of any performance review 

should be to help an employee to improve their per-

formance. This means concentrating on behaviours 

and results, not personal traits. These are very sub-

jective, so are almost impossible to evaluate fairly. 

Behaviours (what someone does) and results (the 

outcomes of these activities) can be easily measured, 

so it is clear to all concerned what the outcomes 

have been.  This reduces the likelihood of the review 

seeming like a personal attack and helps to make 

them feel rational and constructive.

The most important relationship any employee has 

in an organisation is with their line manager. If this is 

an open and productive relationship it has a positive 

impact on how an employee feels about their job and 

the organisation. If this is a negative relationship, it 

can have disastrous consequences. 

Performance reviews have a vital role to play in 

building this crucial relationship and ensuring em-

ployees feel they are being managed in a supportive 

way. They provide the ideal opportunity to build 

a healthy dialogue and ensure both manager and 

employee are on the same page and are clear about 

what needs to be done and how an employee plans 

to achieve their goals. 

This is even more important when employees are 

working remotely. Previously, a manager sitting in the 

same office may have noticed from body language 

or overheard conversations that an employee was 

struggling. Now, a performance review can provide 

that vital window and allow a manager to step in 

quickly if more support is needed.

Post Covid, the number of virtual performance reviews 

are likely to rise sharply. Getting these right will be 

vital to ensure employees who are working remotely 

or following a hybrid working pattern stay focused 

and connected to the overall goals of the business. 

Both the line manager and employee must be clear 

about what will be discussed and what the next 

steps will be. They should be arranged well ahead 

of time, so that both participants have ample time 

to prepare and can arrange for them to take place 

in a comfortable and quiet environment, where they 

will not be disturbed or distracted.
49%

of employees have quit their 

job because of

poor management.

https://www.gallup.com/workplace/236438/millennials-jobs-development-opportunities.aspx
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While video calls can connect people who are  thou-

sands of miles apart, they do have certain limita-

tions. Meetings tend to be more direct, with small 

talk feeling less natural. It can be difficult to create 

a sense of empathy and conversations tend to be 

shorter and to the point. Be aware of this. Don’t just 

launch into the review, but take some time to ask 

how your employee is.

Employees don’t suddenly start to perform poorly. 

There are always reasons why things are going wrong. 

This could be because they are being asked to do 

something that they don’t have the skills to do, or 

it could highlight a problem either in their work or 

personal lives. Problems rarely get better on their 

own. They have a habit of festering and deepening if 

not faced head on. Performance reviews should be 

an opportunity to explore any issues in a support-

ive and understanding way to start addressing the 

problem and find an appropriate solution.

Every performance review should be part of an 

ongoing conversation, following on from the pre-

vious review and providing action points to be fol-

lowed up prior to the next one. There is no point 

having  a constructive, positive conversation if  

nothing comes out of it. A performance review should 

be seen as a signpost along an employee’s career 

development path. They should indicate clearly what 

an employee should achieve next and when they 

should achieve it by.

An effective performance review has huge potential 

benefits for an employer, boosting employee engage-

ment, productivity and morale. Getting them wrong 

can be disastrous. It pays to spend time on creating 

a structure for performance reviews and a process 

that works for both employers and employees.

85%
of employees surveyed in the US  said 

they would consider leaving their employ-

er over what they saw as an unfair perfor-

mance review.

https://www.reflektive.com/blog/unfair-performance-reviews-prompt-most-employees-to-consider-quitting
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Tips for making 
performance 
reviews effective 
Here at Appraisd, we work with hundreds of organ-

isations to help them develop performance reviews 

that work for their employees and their businesses. 

We firmly believe that these must relate to the unique 

culture of the business to be effective. Each com-

pany is different, and the reviews must reflect what 

is important to the particular organisation. 

While we can offer advice and support based on 

our extensive experience on how best to structure 

the reviews, we urge each client to take ownership 

of them and make the reviews their own – a living, 

breathing part of their DNA.

Our top three tips are:

 ● Don’t try to overcomplicate things - it’s 

important to engage employees with the 

process so try and make the reviews as 

straightforward as possible. Our Customer 

Success team can advise you on the ideal 

length and detail to include in your review 

forms.

 ● If you want to add new elements to your 

reviews, test them with a few managers and 

employees first to see if the new questions 

work and provide the information that you’re 

looking for.

 ● Different teams or departments may have 

different requirements, so consider adapting 

your review forms accordingly. This is easy 

to set up in Appraisd, allowing the process 

to be tailored to just what you need.
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Conclusion
With the right care and attention, performance re-

views can become an essential building block for 

creating a supportive and nurturing work environment. 

These regular meetings ensure line managers and 

employees are on the same page, with each party 

clear as to what is required of them, something that 

is invaluable when teams are working remotely.

It is not yet clear exactly how organisations will 

choose to work in a post-Covid world. However, it is 

likely that greater flexibility around working locations 

and hours will be an ongoing feature. If performance 

reviews are to be as effective as possible, businesses 

must assess whether their current approach is fit 

for purpose and meeting the needs of employees, 

ensuring they stay connected to their objectives 

and that of the business. Managers and employees 

must be part of this conversation so ensure they 

feel invested and continue to see the huge value 

performance reviews have to offer.
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Find out how check-ins could 
enhance your approach to 
performance management.

Contact us:

www.appraisd.com

sales@appraisd.com

UK: +44 (0) 20 7202 7979

USA: +1 25-APPRAISD

https://twitter.com/appraisd?ref_src=twsrc%5Egoogle%7Ctwcamp%5Eserp%7Ctwgr%5Eauthor
https://www.linkedin.com/company/appraisd/
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