
The Ultimate 
Guide 
to Performance 
Management

A  S I L K R O A D

Ultimate Guide



Follow this guide. Add agile elements or build a full new 
program.

• Explore a new option—agile performance 

• Start your rebirth journey—6 essentials: 

1. A plan tied to business goals

2. Reevaluate—traditional, agile or mixed

3. Benchmark your workforce

4. Align senior management

5. Scale up with technology

6. Define actionable data

• Identify return-on-investment (ROI)

• Create a roadmap

Plus case studies, ROI calculations and more ...

This guide offers everything you need to transform performance management 

into a talent journey that engages employees and managers and tracks to 

business goals.
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The Rebirth of Performance Management: 
New Generations, New Needs

Agility to quickly apply talent to seize opportunities

Millenial wishes for collaboration, transparency and frequent feedback

Tighter employee-to-business goal connection

Coaching “in the moment” to enable career growth.

Time is up for traditional performance management. Although the 

most common approach, dissatisfaction runs high across employees and 

management.  

As companies look for ways to go beyond traditional talent management, 

performance management is at the top of list for change to address new needs.

T O D AY ’ S  N E E D S :

The Rebirth—Real-Time, Agile, Focused on Results

Companies like Cigna, Accenture, Microsoft and Adobe replaced their traditional 

rating system with a new program.  Other companies added real-time 

conversations and other “agile” methods to get started.

Emphasis on: frequent feedback, shorter timeframes for goals, agile actions.

Lack of results

Extensive time

Little engagement



The Ultimate Guide to Performance Manangement   |   4

Going Beyond Traditional—Agile Performance 
Management

Although concerns about traditional performance management existed for 

years, companies struggled with how to change this deeply embedded process.

Enter “agile.” Originally used to improve software development, the approach 

focuses on monitoring progress and anticipating changes at frequent intervals 

to impact results.

Simplicity is fundamental

Empowers an employee to 

take charge of their career

Encourages real-time 

adjustments

Real-Time Conversations

Employees work with their manager to set a small number of near-term 

expectations and agree on check-ins to adjust as needed. It creates a 

personalized employee experience focused on instant feedback.  No ratings.  

No writing down conversations.

Peer-to-Peer Feedback

Agile performance emphasizes social feedback—an open loop to encourage 

dialogue across teams, projects and individuals. Technology plays a critical role 

in sharing and ease-of-use.

What’s the Difference Between Traditional and Agile 
Performance?

Creates conversations 

Promotes multiple 

perspectives

Simple or detailed feedback

ME A SURING THE PA ST

TR ADITIONAL PERFORMANCE

FIXED DOCUMENTATION

ONE ANNUAL E VENT

HR CONTROLLED

IMPROVING THE FUTURE

AGILE PERFORMANCE

FLE XIBLE CONVERSATIONS

ONGOING PROCESS

EMPLOYEE AND MANAGER CONTROLLED



Start small. Go big. Agile is agile!
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What’s Right for Your Organization?

Adding a real-time focus to your program is 
completely fluid. 

Add real-time performance elements to your current program

• Encourage conversations by adding agile elements like monthly or quarterly 

check-ins and a real-time approach to feedback.  When supported by easy-

to-use technology, everyone stays engaged and connected.

Create a fully agile performance management program

• Help employees and managers shift the focus from ratings to more 

meaningful conversations.  Create a program built around near-term 

expectations and introduce real-time conversations focused on immediate 

impact.

Use technology with an 

intuitive, easy-to-use 

interface.  

Centralize information.  

Focus on the right person, 

right activity and right time.
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What’s Right for Your Organization?

Essential #1: Create a plan tied to business 
goals

A key step is turning your thoughts and impressions into a 

formal business plan.

• Identify the performance management/business goal 

connection

• Define the skill gaps related to the goals

• Collect feedback from managers and employees

• Assess culture needs—today, future, generational match

• Connect it all—goals to recommendations

Essential #2: Reevaluate your current 
performance program

Using the plan as a guideline, review what needs to 

change.

• Is the employee to company goal connection tight?

• Would more frequent feedback impact results?

• What are employees, especially millennials, and 

managers requesting?

• What changes would create more valuable 

conversations?

• Does the program incent timely action?

• What best support needs—traditional, agile or a mix?

Essential #3: Benchmark your workforce 

To pinpoint skills needed, use a talent audit:

• Formally assess your organization’s talent and create a 

gap analysis

• Hold talent review meetings with each business group

• Use a checklist to discuss strengths, needs and career 

paths

• Create a written action plan for each group

• Validate how a new program closes gaps

Essential #4: Align with senior 
management

A performance program with real impact involves full 

organizational support.

• Educate on new options like agile performance 

• Describe expected results

• Illustrate what would change with examples

• Explain what support is needed

Essential #5: Find effective technology

Implementing performance management software that 

supports agile and traditional simplifies everything.

• Captures goals in one place

• Easy to give micro and peer-to-peer feedback

• Manages and reminds about check-ins

• Empowers employees with information to manage 

growth

• Centralizes progress in a dashboard

Essential #6: Actionable data

Think about what questions you and your executive teams 

want answered around performance questions.

• Uncover the real business questions being asked

• Set realistic expectations

• Demonstrate the need for effective tools to measure ROI
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Teach How to Give Feedback

Agile performance conversations means that who people 

provide feedback to expands—peer to peer, peer to 

manager and employee to non-reporting managers.  For 

constructive conversations, everyone needs to be on 

the same page about what to share and how to present 

information.

Rethink Compensation

An agile performance program may require a new 

compensation approach.  Should compensation stay 

connected to performance ratings?

When companies decide to decouple ratings and 

performance, these options are often used:

• Leave compensation decisions up to the manager’s 

discretion

• Have managers with employees in similar jobs work 

together to calibrate performance

• Choose to determine compensation at the senior 

management level

• Simply set an automatic, standard increase for everyone

Most organizations that used one of these options found 

that managers were better at differentiating pay when it 

was not tied to a performance rating.

Important Connections

Link Performance and Learning

Try these techniques that talent-driven companies like 

Google use to make employee development more effective 

with a performance connection:

Separate the Conversations 

• Even a positive appraisal can get emotional and distract 

the development conversation. Uncoupling the apprais-

al and development discussions makes them equally 

meaningful.

Segment Employees

• Seasoned, steady employees don’t need the same devel-

opment approach as rapidly rising stars. By segmenting 

employees into groups, you can identify the appropriate 

development approach.

Introduce a Learning Toolkit 

• Managers often don’t know all the learning techniques 

available to make formal training more effective. Cre-

ating a “toolkit” of available training options makes 

things easier.

Use Agile Check-Ins for Onboarding

Staying in touch with a new hire is critical.  By setting up 

more frequent check-ins and real-time feedback, you 

can keep a pulse on what a new hire needs and ramp-

up progress.  Connected onboarding and performance 

technology ensures development needs and goals easily 

transfer into an employee development plan.
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Identify a Measurable ROI

The rebirth of your performance management program, whatever the form, 

should provide measurable ROI to the organization.

Benefits include: 

• Tighter tracking to business goals

• Higher engagement—reinforces importance of employee role

• Faster adaptation to change—faster information flow throughout the 

company 

• Performance improves—continuous feedback, faster responses

• Consistent coaching emphasizes the organizational mission

• Better decisions about work direction, discretionary compensation and 

business objectives

• Higher performance management ROI

Time Savings Compared to Traditional Performance Management

Beyond the ROI and employee experience benefits, agile performance 

management offers a time-saving opportunity compared to a traditional 

program.

Cigna, Accenture, Microsoft 

and Adobe transformed their 

performance management 

programs.

T Y P I C A L  C O S T  S A V I N G S T Y P I C A L  P R O D U C T I V I T Y  S A V I N G S

For a company with 300 employees

Cost of traditional = $199,000

Cost of agile = $60,000

Increased productivity reduces project team size from 5 to 3

Average employee salary = $50,000

Amount saved = $100,000
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Road Map: 10 Steps to Agile Performance 
Management Success

P L A N N I N G

1. Define your vision

Map out today’s challenges to your long-term vision

2. Align senior management 

Explain changes, results and support needed

3. Think out the transition 

Plan out goals, project steps, training and 

communication

4. Use technology

Offer one, easy-to-use tool for employees and managers 

5. Define analytics 

Identify actionable metrics for a successful program

I M P L E M E N TAT I O N

6. Start small

Develop a realistic plan and manageable stages

7. Create a pilot

Pick one team and manager to get started, set goals

8. Check in often

Agree on key milestones and frequency of updates

9. Share pilot results

Communicate results and benefits 

10. Consider culture
Define how you will manage change



Case Studies
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Avid Solutions Inc. Creates Transparency 
and Employee Empowerment through 
Agile Performance

Avid Solutions, Inc., an industrial automation consulting 

firm based in North Carolina, provides project-based 

services through project managers and engineering 

consultants. Although the managers and consultants 

report to department managers, projects and the mix 

of teams constantly change, leading to a highly matrixed 

environment. The company faced a significant challenge in 

collecting constructive, real-time feedback.

“As a company, we believe the value is in the 

conversations. In fact, to emphasize conversations, we 

removed ratings from the performance program a few 

years ago,” said Tracy Cini, director of Human Resources, 

Avid Solutions, Inc. “But we went back when we automated 

our performance and learning programs so we could track 

data and more tightly link performance and learning.”

The Journey Begins: How Do We Get Back to 

Conversations?

While the new approach strengthened parts of the 

program, there was less emphasis on conversation. “After 

about 2-3 cycles, managers started asking how we could 

get back to focusing more on conversations instead of 

ratings,” said Cini.

It also wasn’t clear if the company was getting the results 

needed. Most employees received good to great ratings, 

resulting in lightweight development plans. Plus, managers 

and employees were often talking about 6-month old 

projects. And for everyone, the process took up extensive 

time.

“Even with a good performance rating, the process was 

uncomfortable for an employee. Employees didn’t enjoy. 

Managers didn’t enjoy,” said Cini. “We needed to do 

something different.”

The Journey Destination; Real-Time Feedback and 

Conversations

Avid discovered the answer in SilkRoad Agile Performance. 

“It enabled us to be transparent, offer employee self-

direction and emphasize development,” said Cini.

SilkRoad Agile Performance empowers employees and 

managers to react in real-time, setting and adjusting 

employee’s expectations and meeting at frequent 

intervals.

“Employees and managers liked it because it was easy-to-

use and had a shorter format. It also enabled much more 

direct feedback between everyone, especially with our 

project-based structure,” said Cini.

“ … the reviews have been the most productive that I have been a part of 

in my career. The simple and easy-to-use format kept the emphasis on the 

conversation versus forms and ratings. This encouraged open and honest 

discussion instead of spending time reviewing checklists, ratings, and 

forms. This enhanced the openness and productivity of the review cycle.”

— Avide Senior Manager
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Performance Features Checklist

Features

Appraisals

Automated Workflow 

Appraisal workflows can be configured to fit your business process. Self-

reviews and manager reviews. Second-level manager and HR can approve 

reviews or request a rewrite. Employees or managers can select additional 

reviewers to provide feedback. Manage and document meetings. Deliver 

reports. Display ratings and comments from previous reviews to gauge 

progress and momentum during year, and provide more transparency to review 

process. Display employee goals on review. Options include: step delay; author 

comparison from prior steps; pre-population and auto-completion of reviewer 

selection; and development activity selection. Once a workflow has been 

established, it is cataloged and can be reused. There is no limit to the number 

of unique workflows available.

Notifications and Reminders

Administrators can automate the launch of an appraisal process and notify 

the participant based on established trigger dates. Triggers can correspond to 

specific selected dates, as well as relative dates such as employee anniversary 

date, date of hire, or review date. An appraisal dashboard allows reminders 

to be sent to appraisal participants and automatic task reminders can be sent 

from the system.

Access to Historical Data at Appraisal Time

SilkRoad tracks all performance goal results, ad hoc performance feedback 

reports, coaching logs, development activities, assessment results, prior 

appraisal results, and employee journal entries and makes them available to 

the employee and the manager at review time. Users have role-based access to 

all historical and current real time performance and appraisal plans, recorded 

results and forms.

Notes



The Ultimate Guide to Performance Manangement   |   13

Performance Features Checklist, Continued ...

Integration with Other Modules

Appraisals work with goals/objectives, assessments, development plans, 

development activity library, succession planning, ad hoc performance 

feedback, and end of engagement reviews. In addition to integrating seamlessly 

with the other modules of SilkRoad Performance, eCourses and Training 

Activities can be automatically imported into the development activity library 

from SilkRoad Learning (Learning Management System) for the best of both 

worlds.

Forms Creation 

You can easily create job, or role specific appraisal forms through a simple Form 

Builder tool. Roll up rating averages and weighted averages to higher levels. 

Define weights for form sections. Merge template for employee goals and job 

description. Display ratings as quantitative numeric values or qualitative text. 

Forms can be imported using existing SilkRoad templates or by creating original 

forms using a Microsoft Word® template provided. SilkRoad easily manages an 

unlimited library of appraisal forms and each can have a unique audience and 

workflow associated with it. 

Forms Library Available 

Forms can be created using the existing SilkRoad library of best practice 

templates. You can easily manage an unlimited library of appraisal forms. Each 

form can be included in its own workflow to reach different audiences. 

Rating Scales 

With SilkRoad you can use existing rating scales, create new ones, or use the 

rating scale templates included in SilkRoad Performance application. Rating 

scales can be form-specific or available to the whole organization. They can be 

displayed as numerical values, text values, or a combination of both.

Notes
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Performance Features Checklist, Continued ...

Writing Assistant 

The Writing Assistant allows managers to select and edit comments from a 

phrase library built on a set of 51 best practice competencies and written by 

an industry expert in business writing and the author of McGraw-Hill’s “Perfect 

Phrases” series of books. If you prefer, you can also upload your own custom 

content to the Writing Assistant. 

Automated Launches 

SilkRoad allows you to customize how appraisals will be launched. You can 

select sub-sets of the organization and launch appraisals automatically for each 

in different time frames. The schedules have tremendous flexibility in how they 

are defined. 

Archive 

Workflows and forms can be archived to make the management of your current 

content easier. A restore option allows archived workflows to be made active 

again.

Notes
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Performance Features Checklist, Continued ...

Goals/Objectives 

Goal Process 

Employees can add goals or accept goals suggested by their manager. Goals 

can be modified real time in reaction to changing business objectives and 

submitted to the manager for approval. Managers can suggest goals or 

prescribe predefined goals to groups of employees. Managers can change 

prescribed goals at any time and employees are notified of the changes via 

email notification and a change history. 

Cascading Goals 

Managers can copy department level goals, edit the goals, and assign or 

prescribe the goals to selected members of their team.

Notifications and Reminders 

SilkRoad makes it easy to keep everyone on task and on time. Notifications are 

sent to participants alerting them to tasks to be completed and due dates as 

the process moves forward. Nightly trigger reminders are sent to reviewers 

alerting them to outstanding tasks and reminder emails for tasks that are 

approaching or overdue can be configured. 

Weighted Goals 

You can configure the goal creation screen to systemically support goals, which 

can be assigned any weight and validated to total 100%. Individual goals can be 

pulled into an appraisal and weighted as part of the review process. 

SMART Goals 

Customers have saved thousands of dollars in goal setting and management 

training by implementing SilkRoad performance planning and allowing the 

system to automate and facilitate goal and objectives management. Maximum 

length description and measurement fields allow employees and managers to 

fully define the specifics of the goal and how it will be measured. Goals can be 

assigned by managers to members of their team. Goals have a due date and 

progress bar to keep them time-bound. 

Notes
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Performance Features Checklist, Continued ...

Ad Hoc Feedback 

Support for Ad Hoc Feedback (Disciplinary, End of Project Evaluations and 

Performance Diaries) 

SilkRoad allows role-based access to ad hoc reporting tools like corrective 

actions. A supervisor, for example, would have the ability to launch a corrective 

action from their navigation, easily selecting the appropriate employee and 

form.

Forms Support 

You probably have multiple pre-determined ad hoc forms (disciplinary, end of 

project evaluations and performance diaries). These forms can be leveraged or 

new forms can be created using the existing SilkRoad Performance library of 

best practice templates, or by creating original forms using a Microsoft Word® 

template provided. 

Development Planning 

Individual Development Plan Support 

Each employee has an individual development plan. Development activities in 

a plan can be tracked for progress and completion. Individual activities can be 

configured to require manager approval.   

Notes



S I L K R O A D . C O M  

Talent Activation: Recruiting | Onboarding | Performance | Learning 

SilkRoad, the world’s leader in Talent Activation, transforms traditional talent management technol-
ogy into a continuum of experiences that activate employees along their journeys—from first touch 
to last and every point in between. We empower HR teams to engage their people in delivering on 
business success. Whether you want to source, hire and recruit top talent, onboard them fast and 
stay with them as they develop into top performers, SilkRoad Talent Activation can help.
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