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Today’s Agenda
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• Welcome,  introductions (15 min)

• 4 Steps for Driving Results with 
Performance Reviews (45 min)

• Discussion: What challenges are you 
facing with performance reviews 
currently? (30 min)



We help our portfolio 
build and optimize 
hyper-growth GTM 
machines



What is the GTM Advisory?

Advisory

Advising over 55% of the portfolio 
with bespoke GTM consulting

Been-to-market expertise

Events

Connecting EIRs, advisors, and 
portcos at 40+ events per year

The power of community

Content

Distilling decades of experience into 
80+ practical tools and frameworks

Step-by-step guides



Today’s workshop leader

Shane McCauley
VP of People Ops

Motive



Introductions
1. Name
2. Title
3. Company



4 Steps for 
Driving Results 
for Performance 
Reviews



Improving
Performance
Improvement

1. Understand your intent
a. Impactful development
b. Informed investment

2. Diagnose process problems
3. The why
4. Effective design concepts



Common 
problems with 
performance 
reviews



6 common problems with performance reviews

Poorly understood 
standards

Inconsistent 
standards

Lack of specific 
growth feedback

Overly burdensome 
process

Variance in workload Gap between period 
& feedback

Employees do not 
understand the criteria 
against which they are 
being evaluated

Performance standards  
differ widely across 
managers / departments

Employees do not receive 
specific feedback on 
development opportunities 

Process of giving feedback 
is overly time-consuming 
for managers

Number of reviews 
managers are asked to 
complete varies widely Large time gap between the 

performance period and 
feedback conversations

1 2 3

4 5 6



Diagnosing issues: Miscalibrated/Inconsistent Standards

● Collect self-reported 
data, manager- 
reported data, and 
calibrated data

● Analyze the % 
accuracy of ratings 
across each process 
node



Diagnosing issues: Process Burden -> Time

Time-to-complete:
● Calculate the average 

number of performance- 
review words written at each 
managerial level

● Make an assumption about 
the time to write 1000 words 

● Analyze variance in time 
spent by level

Reviewer level Total hours
VP 15.7

Sr Director 15.2

Director 15.3

Sr Manager 13.6

Manager 13.2

Assoc Manager 10.2



Diagnosing issues: Process Burden -> Review Quality

Review Length:
● Group managers into 

buckets based on number of 
reviews written

● Calculate the average word 
count per review among 
managers in each bucket

● Analyze how word count per 
review varies with the 
number of assigned reviews

Review Count Word Count per Review

0-2 666

3-5 548

6-10 484

11-20 344

21-50 305



Diagnosing issues: Process Burden -> Org Investment

Total / Average Time:
● Review total and average 

time spent by persona and 
feedback task

● Is this investment providing a 
return?

● How can we optimize this 
investment?

Role Feedback Type Total Time (hrs) Average (hrs)

Manager Direct Report 3,172 7.2

Stakeholder 1,456 3.3

IC Stakeholder 3,512 1.8

All Upward 1,034 0.4

Self 3,884 1.6

Total 13,058



Diagnosing issues: Workload Variance -> Process 
Complexity

Reviews-per-manager:
● Calculate the number of 

reviews written by each 
manager

● Group managers into 
buckets based on number of 
reviews written

● Analyze variance in 
distribution of work

Review Count Mgr Count

0-2 130

3-5 163

6-10 104

11-20 36

21-50 12



Why fixing 
these problems 
is important



Fixing these problems is important for…

Developing 
talent for 

leadership roles

Cultivating a 
culture of 
teamwork 

Improving 
employee 
retention



Effective review 
processes in 4 
steps



Step 1: Define Feedback Landscape

• Give employees one week to nominate 
reviewers from any cross-functional 
teams (stakeholders) 

• Set a maximum on the number of 
nominations to limit excess work

• Ask managers to approve or add to the 
list before feedback collection begins

• Ask employees to provide upward 
feedback 

Best practices

Identifying reviewers from 
many perspectives with 
direct visibility into an 
employee’s work ensures 
reviews provide detailed, 
accurate feedback

Why it’s important



Step 2: Collecting level (or competency)-specific 
feedback

Best practicesWhy it’s important

• Develop a level-specific framework that 
different functions can use off-the-shelf, 
aligning ratings to above level, below 
level, or at level

• Require reviewers to provide context only 
for “above” or “below” ratings

• Provide “prefer not to say” option for 
overall ratings in self-feedback forms

• Permit functions to utilize existing 
competency definitions where available

Level-specific 
competency assessments 
provide a standardized, 
research-based, easily 
understood rubric for 
reviews



Level-based feedback rubric template

https://docs.google.com/spreadsheets/d/1rKhzYZXxxw3_oSaD5ENGRoJCiLUlgPdUMo2g48dXCmk/edit?usp=sharing
https://docs.google.com/spreadsheets/d/1rKhzYZXxxw3_oSaD5ENGRoJCiLUlgPdUMo2g48dXCmk/edit?usp=sharing


Level-based feedback collection template

https://docs.google.com/document/d/19wxjQyq5RbZN8m3x_Z-3N2Os5LrpF9J_M_Cg766b8rI/edit?usp=sharing
https://docs.google.com/document/d/19wxjQyq5RbZN8m3x_Z-3N2Os5LrpF9J_M_Cg766b8rI/edit?usp=sharing


Calibration ensures 
different reviewers are 
using similar rationale for 
“above”, “below”, and 
“at” ratings by 
competency

Best practicesWhy it’s important

Step 3: Calibrating ratings

• Use calibration process to identify bias 
by analyzing correlations between 
ratings and demographic variables

• Document any rating ranges to ensure 
development feedback loop is closed 
with employee



Best practicesWhy it’s important

Step 4: Holding live feedback conversations

Live conversations should 
be a low-lift, high-impact 
means of aligning 
managers and employees 
on a shared growth 
trajectory

• Present written feedback by reviewer 
and skill type to provide richer context

• Provide managers with a standard set 
of questions to ask in their feedback 
conversations

• Ensure feedback conversations happen 
as close as possible to the end of 
performance periods



Finalized feedback report template

https://docs.google.com/document/d/1OdlxOHRMPnyo-p19ErtsT0Eq1srshNkjSY4R3JMaFLE/edit?usp=sharing
https://docs.google.com/document/d/1OdlxOHRMPnyo-p19ErtsT0Eq1srshNkjSY4R3JMaFLE/edit?usp=sharing


Standard topics for live feedback conversations

1a. Here is the contribution we <company> need from you.

1b. What growth experience/opportunity are you looking for from us <company>?

2a. Here are the most important skills for you to demonstrate in the next 
performance period.

2b. How can we work together to master the these skills?

3a. Here is level of currently being exhibited by competency.

3b. How can we work together to close the gap between the skills needed and skills 
exhibited to achieve our desired end state?



Sample timeline for the review process

~8 weeks between end of performance period and end of feedback 
conversations

Process Step Month 1 Month 2 Month 3 Month 4 Month 5

Reviewer selection

Self reviews

Stakeholder reviews

Manager reviews

Calibration

Comp reviews

Feedback conversations

New comp effective date

End of PP



Additional 
topics



Making promotion & compensation decisions

CompensationPromotion

• Use ratings from this process as direct 
inputs into compensation decisions.

• Compensation should reflect 
performance trajectory - calibrate 
compensation based on historical and 
expected performance

• Compensation and performance 
should tell the same story - ensure 
messages are aligned

• Use a consistent framework that 
defines expectations by level 

• Require documentation to support 
performance has been consistently 
exhibited at the next level (typically for 
at least 6 months)

• For managerial promotions, document 
business need for role at higher level



Discussion: 
Current review 
challenges


