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Performance Management System
Operations Guide

System overview

This guide outlines the operational framework for maintaining an effective
performance management cycle. The system is designed to provide continuous
visibility into performance progress while enabling strategic talent development
and appropriate compensation alignment.

Annual cycle framework

1. Performance objective setting (Beginning of fiscal year)

1.  Review and cascade corporate scorecard objectives
2.  Establish individual 3-7 key performance metrics
3.  Ensure alignment between individual and organizational goals

(see implementation guide for more detail)

Using the Scorecard Builder wizard each cycle

If your scorecard was originally built in the Consistency-Edge Scorecard Builder,
reopen it at the start of each cycle instead of editing the exported workbook by
hand. Load the saved project file, update objectives, thresholds, or employees to
reflect how the organization has changed, enter ratings for the period just
completed, and export a fresh workbook.

This keeps the corporate-to-employee cascade intact from one cycle to the next.
The wizard's built-in diagnostics also catch missing weights or incomplete
employee coverage before you export, the same checks recommended throughout
this guide. The wizard is available at consistency-edge-scorecard-
builder.lovable.app.

2. Regular performance monitoring (Recommended)
Monthly or Quarterly tracking

 Update scorecard metrics with current performance data
» Review progress toward established goals
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* Identify early warning signs of performance challenges
» Document significant achievements or concerns

» Implement course corrections as needed

3. Formal review process
Semi-annual review (Recommended)

« Complete comprehensive scorecard evaluation

» Document performance achievements and challenges
» Review progress on employee development initiatives
 Adjust goals and development plans as needed
Annual review (Required)

 Evaluate full-year performance against objectives
* Calculate final performance ratings
* Determine compensation adjustments

+ Establish new objectives for upcoming year

4. Talent development framework
High performer development (Levels 4-5)

» Document consistent exceptional performance
* Create accelerated career advancement paths

* Identify executive mentorship opportunities

* Allocate enhanced development resources

* Plan strategic skill enhancement initiatives

Support Steady Performers (Level 3)

 Continue to perpetuate that 3 performance is good

* Focus on career plan to move to high performance

« Identify executive mentorship opportunities
Performance improvement management (Levels 1-2)

* Identify performance gaps
* Create specific improvement objectives
« Establish clear timeline for progress
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* Document performance discussions
» Monitor improvement plan progress and effect termination if necessary

5. Compensation management

» Review performance data for compensation decisions
 Apply standardized compensation adjustments:
Level 3: Standard variable compensation
Levels 4-5: Enhanced compensation consideration
Levels 1-2: Reduced variable compensation

6. Constructive feedback documentation

 Highlight key success during the evaluation period referencing scorecard data
* Provide constructive feedback based on scorecard data
* Document growth opportunities

Outline focus areas for next period

Include specific examples and metrics

7. Custom career development planning

A robust career development program serves as a critical driver of organizational
success, directly linking individual performance to professional growth
opportunities. This performance-based approach to development ensures targeted
investment in talent while providing clear pathways for career advancement across
all performance levels.

The successful execution of career development plans requires a structured
approach and clear accountability from both managers and employees. This guide
outlines the essential steps and responsibilities for implementing effective
development strategies.

Creating the development plan

Begin with a thorough assessment of the employee's current performance level and
career aspirations. This initial evaluation provides the foundation for all subsequent
development activities. Meet with the employee to discuss their career objectives
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and ensure these align with organizational opportunities and the employee's
demonstrated performance level.

Conduct a comprehensive skill gap analysis by comparing the employee's current
capabilities against those required for their desired career progression. This
analysis should consider both technical and leadership competencies. Based on
identified gaps and performance level, determine appropriate development
resources, which may range from basic training programs to executive coaching
opportunities.

Establish a clear timeline for development activities with specific milestones and
completion dates. Create measurable criteria for assessing progress, ensuring that
both manager and employee have a shared understanding of what success looks
like at each stage of development.

Establishing clear accountability

Employee responsibilities

Employees must take primary ownership of their development journey. They
should actively participate in all assigned development activities, whether these are
training programs, mentorship sessions, or self-study assignments. Regular
progress updates are required, typically aligned with performance review cycles,
documenting specific examples of how they are implementing newly acquired
skills in their current role.

Employees should maintain detailed records of completed activities and be
prepared to demonstrate how these activities have enhanced their job performance.
They must also achieve agreed-upon development milestones within established
timeframes, communicating any challenges or support needs promptly to their
manager.

Management responsibilities

Managers play a crucial role in enabling employee development success. They
must ensure appropriate resources are allocated based on the employee's
performance level and development needs. This includes securing budget
approvals, arranging mentorship opportunities, and providing access to necessary
training programs.
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Managers can also provide development opportunities by assigning employees to
special project groups or committees with other experienced teams. This provides
additional visibility to aspiring employees, as well as exposure to different
mentors.

As employees progress through their development plans, managers should be
prepared to adjust strategies based on changing organizational needs or employee
performance. This may include intensifying support for struggling employees or
accelerating development for high performers who are exceeding expectations.

Performance-based development investment

Performance-based development investment serves as a powerful motivator for
organizational excellence. By deliberately allocating enhanced development
resources to high performers, organizations create a clear and compelling incentive
for all employees to elevate their performance. This approach demonstrates that
exceptional performance opens doors to premium development opportunities,
including executive mentorship, advanced leadership training, and accelerated
career advancement paths.

When employees understand that accessing these enhanced development
opportunities requires sustained high performance, it creates a positive cycle of
motivation and achievement. For those currently performing at standard or below-
expected levels, the visible success and accelerated growth of high-performing
colleagues provides tangible evidence of the rewards of performance excellence.
This transparency helps transform development investment from a perceived
entitlement into a merit-based opportunity, encouraging employees at all levels to
strive for improved performance.

Development investment framework by performance level

Level 4-5 performers: Accelerated development track

» Enhanced development investments for high-potential talent

» Executive mentorship and leadership development opportunities
Advanced skill development for future organizational roles
Priority access to strategic projects and stretch assignments
Customized advancement planning for leadership positions
Specialized training and educational opportunities

Level 3 performers: Professional growth track
 Skill enhancement for current role excellence

Consistency-edge.com 5



Development planning for next-level positions
Standard professional development resources
Career path planning and preparation

Access to internal training and development programs
Cross-functional exposure opportunities
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Level 1-2 performers: Performance improvement track
* Identify clear performance improvement objectives and clear timeline for

progress

Focused development on core job requirements
Regular progress monitoring and feedback
Document performance discussions

Monitor improvement plan progress and undertake termination if necessary

Critical success factors for performance management

The effectiveness of any performance management system depends on consistent
execution and unwavering leadership commitment. Success requires more than just
implementing the right tools and frameworks—it demands disciplined application
of core management practices. Organizations that excel in performance
management consistently demonstrate excellence in these fundamental areas:

1.

Consistent application of review schedule

Following established timelines for reviews
Maintaining regular check-in cadence
Avoiding postponement of reviews

Clear communication of expectations
Defining specific performance objectives
Establishing measurable success criteria
Articulating performance level definitions
Maintaining transparent evaluation standards
Regular documentation of performance data

Recording performance metrics consistently
Tracking progress against objectives
Maintaining detailed performance records
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* Documenting specific examples and outcomes
» Timely delivery of positive and constructive feedback

4. Providing real-time performance feedback
* Addressing issues promptly when identified
* Recognizing achievements when they occur

* Maintaining ongoing performance dialogue

5. Active development plan management

* Creating detailed development roadmaps

* Monitoring progress regularly

* Adjusting plans based on performance

» Ensuring accountability for development activities

Interested in learning more?

While this comprehensive suite of tools enables organizations to independently design and
implement an effective performance management system, experience shows that guided
implementation often accelerates success and prevents common pitfalls.

For organizations seeking additional support, we offer structured implementation programs that
combine these tools with expert guidance, leadership coaching, and proven change management

strategies.

To explore how we can support your performance management journey, visit consistency-
edge.com to learn more.
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