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Background:

Clients consistently report dissatisfaction 
with their current employee evaluation 
processes… both managers and employees!

Why:

 Not impactful/meaningful

 Reflects a single point of reference

 Strongly favors form over process 

 “Can’t get my raise without going 
through this process!”
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Purpose of any performance 
evaluation process:

1. To continually improve work performance 
through meaningful feedback.

2. To effectively evaluate and document work 
accomplishments and work behaviors.

3. To function as a stand alone process. (May 
link to other work processes… 
compensation,  promotion, training, 
development, corrective action, etc.)

4. To document performance
 Performance evaluation feedback 

should never be a surprise.
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Step I:
Evaluate your existing evaluation system…

 Is it meaningful?

 Does it drive continuous 
improvement?

 Does it stand alone from, for 
example, compensation?

 How is it perceived by supervisor(s) 
and employees?

 Does it support the concept of 
“team”?
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 The 90° process, which is the typical one over one.  The 
employee has input and the manager has input.

 The ultimate process, which is a 360°, is where there are 
multiple inputs:
 Self
 Supervisor/Manager
 Superiors
 Peers
 Direct Reports/Subordinates
 Customers and/or Suppliers

 The 360° process is normally reserved for special usage 
because of the time involved and the cost associated.  (It 
is normally development based, not performance based.)

 The 180° Team Appraisal Process.  The 180° combines 
everything in the 90° and adds additional inputs including 
specific input from others that have exposure to or work 
with the individual being appraised (similar to the 360°).
In the 180°, the “team” can be defined for each 
individual being evaluated.  It may be a homogeneous 
work group or it could be a combination of Peers and 
Subordinates.  

Performance Management 
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90° Manager 
Appraisal

Dual Input

180° Team 
Appraisal

360° Leader 
Appraisal

Multiple Inputs

+ Serves as a formal 
performance document

+ Provides a forum for the 
manager and the 
employee to have a 
performance discussion

+ Perception of “pay for 
performance”

- Typically final document 
is “negotiated”

- Perceived by the 
employee as the step 
necessary to get to “my 
raise”

- Perceived by the 
supervisor as “the form 
necessary for formal 
documentation

- Supervisor feels he must 
document “employee 
shortcomings”

- Perception of “pay for 
performance”

+ Serves as a formal 
development or performance 
document

+ Provides a forum for the 
manager and the employee 
to have a meaningful 
performance and behavior 
discussion

+ Feedback from all possible 
sources

+ Ability to compare 
performance/behaviors with 
multiple groups

+ Process is focused on 
interpreting data in a 
method which lends itself to 
employee development

- Time consuming
- Costly
- Requires outside “objective” 

support

+ Multiple Feedbacks
+ Comparison of multiple feedbacks

• Self
• Supervisor
• Coworkers/Team
• Peers
• Subordinates

+ Reinforces the concept that 
performance & behavior matters at all 
levels within the organization

+ Identifies strengths and weaknesses of 
participants as seen by each individual 
providing input within the group

+ In-house administration
+ Developmental areas easily identified 

for performance/behavioral 
improvement

+ Can serve as a formal performance 
document

+ Provides a forum for the manager and 
the employee to have a performance 
discussion

- Requires time from multiple input 
participants

- Requires time in educating and 
supporting employees who will provide 
input

Team Input
“Team” to be defined

Performance Management 
Tools

(Stake-
holders)
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Benefits:
 Feedback from multiple perspectives 

provides for a more holistic view of 
performance.

 Feedback from multiple perspectives 
provides for more impactful feedback 
data.

 Emphasizes the value of the teamwork.

 Maximizes process and discussions… 
minimizes format and “paperwork”.

180°Performance System
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Benefits:
 Multiple inputs provide for more accurate 

feedback.

 Multiple inputs provide for more 
impactful feedback.

 Teamwork matters.

 Enhances employee’s ability to provide 
feedback.

 Maximizes process and discussions… 
minimizes format.
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Step II:

1. Define “Team” and provide a forum for 
development.

2. Focus on fundamental areas of performance, i.e.:
 Accountabilities
 Job knowledge/Skills
 Teamwork Effectiveness

3. 180° feedback tool completed by:
 Self
 Manager
 “Team”                  

4. Data confidentially summarized into a feedback 
report.

5. Train Team in the new process.
6. Provide for feedback sessions conducted by 

manager.
7. Results used to establish continuous improvement 

goals.
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Step III
Performance Rating Criteria Definitions 

Define 3-5 criteria – may be different with 
each group.
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