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Introduction

Gone are the days in which annual performance reviews and other intermittent performance 
management practices are considered “best practice.”

The oft-cited, well-studied reasons for this decline are manifold and usually stem from the inability of traditional 
performance management methods to meet the modern world’s fast-shifting business challenges, skill requirements 
and employee retention needs. Effective talent management today requires a balance between traditional 
performance management practices and something called continuous performance management and feedback.

Sole reliance on traditional performance management practices can result in:

 öLack of alignment between workforce efforts and corporate goals. Situations change, and, as frustrating as it 
can be, what we’re working on one day or week may become obsolete the next. The dedicated but headstrong 
nature of our mission can blind us to more efficient and lucrative steps toward career and corporate objectives. 
For instance, our manufacturing and supply departments might be working at optimum levels to provide 
customers with physical, packaged products, but our competitors are delivering the same value less  
expensively and for better profit through digital means.

 öConfusion about what to be doing. When communication between strategic leadership, line management and 
employees ceases or becomes misaligned, workers begin making educated guesses about what they should 
focus on. Often, this can result in confusion about what is truly important, scattered efforts, and diluted results.

 öPoor performance. Without a fluid stream of guidance and feedback, individual performance can slip due to bad 
technique, insufficient knowledge/training, and equally important, low employee engagement. Waiting to solve 
this problem during annual, semiannual or even quarterly performance reviews poses tremendous risk because 
a lot of mistakes and other bad things can occur within a single quarter. These mistakes can occur at any level, 
so multidimensional feedback throughout your organization is a healthy thing, to put it lightly.

 öLack of collaboration. With infrequent management and feedback, members of a workforce are more likely to 
work in silos, heads down and not be open to innovation or better ways of doing things. This does not mean you 
have to micromanage people and processes, or prohibit employees from self-directing their careers by forcing 
constant hand-holding and collaboration on them. It just means collaborative practices should supplement good 
management and ambitious self-starters by encouraging individuals to share ideas, best practices, process 
efficiencies and opportunities regularly.

 öSluggish learning and career development offerings. When feedback and learning and development are left to 
intermittent schedules, the ambition and daily attitude of your workforce can suffer and career development can 
stagnate. Similar to performance management processes, learning and development must be fluid so employees 
get the precise help they need when they need it so their skills do not become misaligned with desired 
outcomes, causing frustration. This leads to our next problem: low morale.

 öLow morale. Low morale within a traditional performance management structure can be disastrous. Before you 
notice, afflicted employees suddenly don’t feel like being productive or contributive to the organization. Overall 
productivity can suffer; process breakdowns can occur. Worse, without regular check-ins and anonymous pulse 
surveys, you may not even know low morale is a problem and the problem can spread like an emotional contagion.

 öLow employee engagement levels. If your people are suffering from low morale, their engagement and 
enthusiasm in the job and toward day-to-day tasks, collaborative activities, innovation, problem-solving and 
productivity can suffer as well. This will bleed an organization in terms of lower quality product and service 
delivery and lead to an eventual loss of talent.

 öEmployee and talent attrition. This traditional performance management flaw is something many organizations 
don’t like to admit to having. Who is going to admit that key talent is leaving for other organizations? Can you 
identify why individuals are leaving and address the root causes to retain and further develop the talent you 
have? Could you have mitigated some of these departures via more routine check-ins, dialogue, incentives, and 
reward and compensation gestures that coincide with achievement instead of rigid review schedules?

 öSkills shortages. Although it has been overused to the point of becoming a hollow term, “innovation” remains 
critical in a global marketplace that reinvents itself on an ongoing basis. Technical skills requirements, such as IT 
architecture, programming, application development, Big Data, analytics, database administration, security and 
cloud/SaaS, head the list, and must be met through recruitment as well as industry coalitions, internal L&D and 
a discipline called continuous performance management.
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Why Continuous?

In simple terms, continuous performance management is a set of connected workforce management processes that 
occur on an ongoing basis and which complement or supplant traditional performance management processes such 
as annual appraisals. Rather than waiting to correct, realign or reward employee efforts at review time, continuous 
performance management treats every day as review time, thus enabling employees and managers to develop 
and improve in a fluid fashion. The related practice of continuous feedback is the dialogue aspect of continuous 
performance management, and it provides constructive guidance and coaching to employees on a regular basis,  
thus honing skills, increasing engagement and maximizing ideation and contributions toward often-shifting  
corporate objectives.

Why should organizations adopt continuous performance management and why right now?

According to Deloitte, the traditional end-of-year appraisal, designed in the 1970s, is not effective anymore. In its 
2015 Global Human Capital Trends research report, Deloitte reported that 82 percent of surveyed companies stated 
performance evaluations were not worth the time. In a separate study by Brian Hoffman and others in Personnel 
Psychology, 41 percent of companies reported manager bias, while 45 percent believed performance evaluations were 
not a factor in motivating employees.1

Rather than waiting to correct, realign or reward employee efforts at review time, 
continuous performance management treats every day as review time, thus 
enabling employees and managers to develop and improve in a fluid fashion.

Traditional performance management systems and processes have not been successful in stemming these problems 
which have existed for decades. A 2015 SHRM poll found “more than one-half (53 percent) gave their organizations 
a grade between C+ to B, another one-fifth (21 percent) chose a C, and only 2 percent gave an A in performance 
management to their organizations.”2 

Annual performance reviews can be costly, too, as they require a lot of resources, effort, informational searching, 
gathering and analysis all within a significant but compressed period of time. In a study, Deloitte found that 
completing the performance review forms, holding the meetings, and creating the ratings consumed close to 2 
million hours a year. The study determined that leaders spent many of the hours behind closed doors discussing the 
outcomes of the process.1

The traditional performance management processes and the systems used to deliver them do not reflect the way 
people work nowadays. In our always connected lifestyles, the majority of us expect our needs to be met regularly,  
our actions to be noticed and some response of feedback from our manager(s). Whether we admit it or not, that’s 
how social media, digital communications and the Internet of things (IoT) have changed us.

To meet this need, the redesign of performance management is picking up speed, according to Deloitte, which 
reported, “90 percent of companies that have redesigned performance management see direct improvements in 
engagement, 96 percent say the processes are simpler, and 83 percent say they see the quality of conversations 
between employees and managers going up.”1 

Continuous Feedback, a Dialogue for Success

We crave feedback, but studies have shown that the Millennials/Generation Y want feedback 50 percent more than other 
generations in the workforce. That Millennials are due to outnumber Gen Xers by 2016 as the largest working generation 
in the U.S. could have something to do with why continuous feedback is frantically gaining so much attention.3 

Continuous performance management when bolstered with continuous feedback allows employees to send and 
receive real-time feedback to get the guidance they need. The addition of these fluid feedback loops provides a 
mechanism for your employees to “check in” regularly with a team of managers, mentors and project collaborators in 
a more transparent forum so professional feedback is two-way and among large or small teams, suiting the situational 
need. These conversations and the experience they share can curb mistakes in judgment that lead to productivity 
losses, fines and negative brand exposure.

To replace or complement traditional performance management practices, multinationals have begun to employ 
continuous performance management in the form of agile goal management, regular check-ins, and continuous 
feedback.1 Continuous feedback also helps to mitigate biases and provides legal defensibility toward personnel 
decisions in terms of requirement records, reminders and acknowledgements all collected in a digital system.4 
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A Focus on People, Not Scores

The new wave of enthusiasm for continuous feedback is also marginalizing the traditional focus on scores and ratings. 
Some argue performance management isn’t a score at all, and that ongoing coaching and conversation is the way to 
get the most out of the individuals in your organization.2 

Temper this momentum for ditching scores and ratings against recent studies revealing how the companies that have 
removed performance scores altogether aren’t doing so well.5 This is further support for Lumesse’s philosophy that 
continuous performance and feedback are for making traditional performance management practices more efficient 
and effective, not for shedding them rapidly and entirely. 

However, your scoring should encompass more than quantitative metrics, and qualitative measurement is a must, 
especially when it comes to developing and delivering products and services to customers.6 7

Whether it’s prominent players in the banking industry or top accounting and consulting firms, continuous 
performance is en vogue. JP Morgan Chase initiated continuous performance reviews using mobile tools that let 
workers send or receive instant critiques of their colleagues, while Goldman Sachs has implemented real-time 
employee feedback with a dashboard for both managers and employees to use. Other notable firms that have gone to 
continuous feedback loops include Deloitte, GE, Microsoft and SAP, to name several.6 7

As your organization moves toward more fluid 
performance management practices, it is crucial to 
remember the spirit of the new discipline has shifted 
away from the norm of talking about employees 
to, instead, talking with them. Employee-driven 
communication versus one-way feedback can 
accomplish a number of things including greater 
engagement and sense of contribution and belonging, 
help to identify problems in the trenches/front 
lines and how to fix those, reduce top-down siloed 
prescriptive edicts, and optimize individual and team 
contributions. Remember an important part of this 
is qualitative and holistic, and lateral and upward 
feedback can foster continuous improvement in every 
niche and cranny of your organization. Part of this 
can be identifying top performers and having them 
share best practices and collaborate with other team 
members in efficient ways that do not cannibalize 
productivity. An easy-to-use digital system that offers 
transparency to other team members and even 
members outside the team can help. 

Steps to Continuous  
Performance Management

Immediate visibility into drops in performance 
(quantitative and qualitative) must be expressed and 
evaluated before they put you out of business. This 
means implementing continuous feedback processes 
so declining performance is addressed quickly, 
and rewarding individuals or teams for exemplary 
performance before they lose motivation or seek 
employment elsewhere. 

Your company’s leaders must not only understand and embrace the continuous performance management/continuous 
feedback culture, but also prepare the workforce for its implementation. Key motivating points include giving 
employees the opportunity to navigate their own careers through tie-ins to L&D and visibility into opportunities within 
the organization. Employees also get a chance to voice their opinions and play a role in the company’s direction, and 
management should be open to receiving feedback or it may lose out on valuable ideas that could potentially have 
averted some problems or been influential in future success.8 

In concise form, here is what organizations 
can do to begin practicing continuous 
performance management:

 öMake the decision to “go continuous” and task HR 
with implementing. 

 öPut a plan or plans in place. Make corporate 
goals transparent to the entire organization so 
everyone is aware of what the company’s vision 
is, the steps to achievement and what is expected 
of them to help fulfil these goals. This makes 
employees feel more connected but also puts 
them and their managers in a position to succeed, 
so they aren’t working blind. 

 öDevise a rewards and recognition system that is 
efficient enough to keep up with your continuous 
feedback cycles. 

 öUse the data you capture from the continuous 
feedback process toward continuous improvement 
so you aren’t wasting everyone’s time. 

 öReward and recognize the most ambitious 
feedback contributors and the recipients who act 
on feedback so the “continuous culture” spreads. 

 öAssess progress and accomplishments (or lack 
of), guide, coach, train, mentor, reward and do all 
the necessary things to make sure everyone is 
engaged and contributing toward objectives.9
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How to Make Continuous Feedback Work

Continuous performance management infused with the practice of continuous feedback empowers organizations 
to efficiently address the aforementioned workforce management issues through people-centric nurturing and 
development that unleashes the full workforce potential toward the achievement of corporate objectives.

Make it part of the culture / the norm. If you care about the people who work for you, you’ll want to equip them with 
not only the tools to succeed but the ongoing guidance and development. Like with anything if you procrastinate on 
direction, care and maintenance, things can go off course, get out of whack or perform inefficiently. Address while the 
problems are small. Apply across the organization for consistency and fairness, but with personalized touches.

Implement continuous performance management and feedback in one-to-one exchanges, group settings, face 
to face, and in internal and trusted partner digital communities. Capture the spirit of the exchanges for analysis, 
consideration, idea vetting, consensus, and ultimate implementation, whether it is a training program, development 
plan or new corporate endeavor. Share the process and results with all in a discreet and consistent way. Show them 
the fruits of their feedback. This helps employees to know they are an important part of the operation/organization 
and their opinions are valued. Few things are more frustrating than when an employee notices a problem, raises the 
issue, and then the same problem recurs because no action was taken. This can become a nagging morale issue and  
a cause of attrition.

Continuous performance management infused with the practice of continuous 
feedback empowers organizations to efficiently address workforce management 

issues through people-centric nurturing and development.

Feedback is requested, provided and accepted in all directions — not just from customers, which is a critical source,  
but from our managers, our reports, and our colleagues. It’s a two-way street, or perhaps a multidirectional highway, 
so employees can also articulate the goal-related impediments to their managers and up the chain.

Lumesse ETWeb empowerTM talent management system helps you to relieve the costly focus and sole reliance on 
traditional performance management processes while providing an environment that will foster management and 
employee involvement, enabling both to continuously plot and mark progress. Doing business today requires agility. 
The world isn’t on an annual schedule anymore. Lumesse is among the international vendors leading this charge.

ETWeb empowerTM provides:

Career Path is a career navigation tool with which employers can plot, review, assess and achieve career milestones 
that support the business’s objectives. This functionality gives the employee transparency into career paths within 
the company, what he or she needs to learn, what skills he or she needs to get better and estimates as to how long 
it might take to step into these roles. If the employee sets a preferred career path, ETWeb will show what skills 
the employee should develop for the desired job within learning and development, and will be able to connect 
the employee with people who are on similar jobs or projects. Meanwhile, managers and HR professionals will see 
employee preferences and can select people for roles, or develop them toward future consideration. With the option 
to do a best fit search, HR can find the best candidates who fit a position. This is aligned with the career preference 
of the employees and it also shows the gaps and the needed development activities to close these gaps. 

Goal Status provides the ability to work, track and align status of your goals. It is possible to add comments directly 
to each goal without violating any business rules, thus ensuring a flexible and out of the box option to provide 
transparency to all.

Users can update their progress on goals and add comments on them, making it visible to their manager how  
they are moving forward on each goal. The manager can then provide feedback and inputs to help drive and coach 
the employee.

Managers can see the current status of their own goals, as well as a quick overview of their direct reports. He or she 
can access all of their direct reports by selecting the “Goals in my team” button. When selected, the section is updated.

The manager will have a few more options than the normal user. The manager can sort all goals by status or by team 
member ensuring a flexible list. Managers can also sort the list by “At Risk” goals to see the latest comments and 
details added by their employees. This will allow the managers to maintain a quick overview and act more quickly 
on providing assistance on the various goals. ETWeb empowerTM will also highlight where there might be gaps within 
the processes or if there are teams who are not taking an active part in the process, and senior manager or HR can 
intervene here.

http://lumesse.com/products-services/talent-management
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Workflow Report provides a way to flexibly design reports for each user’s needs. The user can build the report and 
add the necessary categories and define several elements such as showing comments or comparing status across 
different time periods or statuses. Since there is no limit to the number of reports, the users can set status updates  
to fit a schedule and processes and ensure no data is presented at an incorrect time.

When assigning the report to the specific status, it ensures the report is made visible for selected end users. If the 
user is making a manager-specific report or an employee-focused one, the access is defined and configured in the 
workflow report. When done, the participants can access the reports within the process. 

For example, when a project or goal is promoted to “Draft” stage, the manager and employees can add data but it is 
not shared. When the performance plan reaches an agreed-upon step, a shared report is available letting both the 
employee and manager print the same one and see each other’s details. It all comes down to the configuration and 
with this new workflow report configuration, there are no limits.

ETWeb empowerTM makes digital reporting intuitive through dashboards for visual representation of goal status.  
Color coding further makes it easy to determine progress or delays at a glance.

The manager gets an overview of his or her entire department and can drill down, and take action by considering 
praise or other rewards for individuals and teams “on track” or surpassing timeframes or, conversely, implement L&D or 
other assistance to turn the goal around or to readjust priorities. These types of assessments are best done regularly, 
even once a week, to avoid losing sight of goals which often occurs within traditional assessment approaches. 

As alluded to earlier, HR and senior managers can also benefit from the system because they get an overarching 
view of who is populating the system and adopting fluid performance and continuous feedback processes to achieve 
productivity and efficiency. ETWeb empowerTM offers them and their employees not just goals tracking and reporting 
but the ability to take action based on the data, whether it’s a need for further alignment with fluid corporate 
objectives, a prioritization status, more continuous feedback, collaboration, learning and development, or rewards 
and compensation.

Benefits to Managers and Employees

Managers

 öGain an overview of their whole team.

 öSee the current status of all their direct reports.

 öCan add comments and update a status directly in the project section.

 öGet a full picture through a goal status chart that provides visibility across team members and those who 
require sign-off privileges.

 öCan employ ETWeb empowerTM as a digital assistant to drive and coach employees.

 öCan adjust notification preferences, but then drill into the data as deeply and visually as needed to get crucial 
information from the people doing the job. The goal is to succeed on the project, and the manager has to take 
the talent he or she has and ensure the project is completed. The system creates an excellent opportunity for 
collaboration and communication.

Employees

 öGet quick and simple access to add comments and status on their goals.

 öConnect to managers and mentors for direct inputs. This can occur through mobile device access to the 
functionality in ETWeb empowerTM.

 öCan easily set preferences so relevant workflow comes to them and they can contribute. Quickly, the employee can 
get involved in projects, showcasing his or her talents while learning to get better at what he or she wants to do.

 öYour progress is captured in an integrated talent management workflow system to ensure your manager has all 
the latest statuses and information. This spells less redundant reporting for top producers, idea generators, 
and the organization’s new crop of leaders.
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Conclusion

Continuous feedback is a discipline that is picking up steam for its potential for optimizing or replacing existing 
performance management practices.

Lumesse believes performance is fluid, and like on a river you need a steering mechanism. Using ETWeb empowerTM, 
performance can be driven by the employee, enabling that person to break down his or her objectives, which can 
be quarterly, monthly, or more frequent. One way to do that is to have milestones for each week. The employee can 
break down tasks and make them visible to other users so they can collaborate and contribute, and so schedules can 
be met satisfactorily with an eye on quality. 

But to accomplish this, managers and their teams need visibility into corporate objectives and a way to contribute 
to those objectives even as the overall focus shifts. ETWeb empowerTM provides the alignment between corporate 
strategy and objectives, corporate structure, projects by teams, and how everything is progressing. It also provides 
a communication tool for your teams to steer their careers as they work on your projects. Learning and development 
is integrated, and rewards and compensation enable you to continuously engage your top performers and  
problem-solvers.

Ever so important for system adoption and effectiveness are the essential features of an easy-to-use common 
user interface, a single source of trusted data, and efficient workflow automation. A combination of fluid employee 
assessment processes and performance management system functionality can empower your organization to:

 öDevelop employees to their full potential

 ö Improve and retain high performers

 ö Identify talent for cross-functional / cross-departmental moves

 öGroom a leadership pipeline with a broader range of experience

 ö Identify development actions for low performers

 öProvide more objective feedback to employees based on a broader, motivational discussion

With ETWeb empowerTM, processes become agile, faster and fluid, with feedback collected continuously so it can be 
evaluated anytime, including weekly, quarterly or end of year.

Participate in a demo, or download a prerecorded one

http://lumesse.com/contact
http://www2.lumesse.com/product-bundle


Lumesse provides Talent Solutions to more than 2,400 organizations in over 70 countries enabling them to engage and nurture the best 
talent in an ever-changing and demanding global environment. 

For further information visit: www.lumesse.com

© Lumesse AS All rights reserved. Unless explicitly permitted by Lumesse AS or by applicable copyright law, no part of this publication may be reproduced, stored in  
a retrieval system or transmitted in any form or by any means, electronic or mechanical, including photocopying, recording, or otherwise.
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