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Establishing a robust foundation for your annual review process is crucial before 
implementation or redesign. A well-structured framework ensures performance 
evaluations are fair, meaningful, and aligned with your organization's core values. Here 

are five essential elements to developing a review system that fosters growth, equity, 
and continuous improvement. 

While this foundation-building work demands considerable initial investment, it yields 
substantial returns through a review process that authentically supports development, 
reinforces organizational values, and ensures equity across your entire workforce. 

JOB DESCRIPTIONS 

Thoroughly update 
descriptions to 

accurately reflect 
current responsibilities 

and scope. Clearly 
articulate expected 

outcomes and goals. 
Strategically align duties 

with organizational 
structure and long-term 

objectives. 

COMPETENCY MODEL 

Develop 4-6 distinctive 
core competencies that 
authentically reflect your 

mission and values. 
Thoughtfully map these 

competencies to 
specific roles across the 
organization. Integrate 
them into onboarding 

processes and 
professional 

development initiatives. 
 

360 FEEDBACK PROCESS 

Systematically collect 
insights from peers, 
direct reports, and 
cross-functional 

collaborators. 
Incorporate self-

reflection components 
that promote 

awareness. Ask for  
specific examples that 

align with feedback.  

INCLUDE UPWARD FEEDBACK & 
CONSISTENT CHECK-INS 

Establish dedicated channels and periodic 
consistent check-ins for providing 
feedback. Prioritize psychological safety to 
encourage honest, constructive input from 
all levels. 

TRAIN BEFORE YOU LAUNCH 

Thoroughly prepare reviewers to deliver 
equitable, evidence-based feedback. 
Equip managers with tools to recognize 
and mitigate unconscious bias. 


