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Introduction
Performance management has undergone a 

revolution in the last decade. It has shifted 

away from being a tool of control used by 

employees to “rank and yank” employees 

to something much more proactive that is 

about collaboration rather than command 

and control.

The changing nature of how and where we work 

demands a different approach to performance 

management, particularly after the enormous impact 

of the pandemic. Today’s work environment requires 

organisations to build a culture which ensures 

objectives remain relevant, enables constructive 

feedback and promotes continual learning and 

development. Employees who are spending more 

time working remotely, need to have the skills to be 

able to work autonomously without constant 

supervision. The management role is shifting away 

from administrator to mentor.

 

Roly Walter

Founder

Appraisd
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https://www.personneltoday.com/hr/why-rank-and-yank-fell-out-of-favour/
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How much has 
performance 
management 
changed?
While it is tempting to think every 

organisation has fundamentally changed 

their approach to performance management, 

our conversations with potential new 

customers tells us that many have not even 

started on the journey.

We wanted to find out: 

• Have they really moved away from appraisals? 

• How well are managers embracing more regular 

reviews? 

• What do employees want from these? 

• Do they actually appreciate them?

To help answer these questions, we surveyed 1,000 

UK employees working in organisations with at least 

50 people. The results give an intriguing insight 

into the current state of performance management, 

highlighting what’s working well and what could be 

improved.

What are check-ins?
Check-ins are regular meetings between an employee 

and their line manager, with the purpose of monitoring 

progress against the employee’s objectives. Check-

ins can also be known as one-to-one meetings. They 

are designed to be short, focused conversations that 

keep an employee’s objectives relevant and top of 

mind. They also provide an opportunity for either 

side to raise any concerns or address any issues 

that relate to or affect an employee’s performance.

Why are check-ins 
important?
The pace of change in the workplace is faster than 

ever. In the first six months of 2021, more than 80 new 

businesses were registered every hour. While many 

will sadly fail, a significant number will thrive and have 

the potential to reshape existing markets or build 

totally new ones. It is vital for existing organisations 

to be agile, ready to change course quickly in order 

to stay ahead of the competition.

This reality means that employees’ objectives may 

need to be adapted between reviews. Regular check-

ins allow objectives to be continually reviewed and 

revised, meaning employees are always clear about 

what they are trying to achieve.

They also provide an opportunity for employees to 

ask questions, highlight concerns or ask for help. 

Managers get a much better idea of how each of 

their employees is performing and what support 

they should give to make sure objectives are met.

https://startups.co.uk/news/80-new-uk-businesses-2021/
https://startups.co.uk/news/80-new-uk-businesses-2021/
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How often are 
employees 
and managers 
checking in?
The most important relationship any employee has 

in the workplace is with their line manager. This 

relationship will colour every aspect of their work 

and is often the reason for them to stay or leave an 

organisation. Building strong relationships between 

line managers and their direct reports create robust 

foundations upon which productivity and engagement 

can grow and prosper.

The good news from our survey is that lots of check-

ins are happening. A third of respondents (33%) said 

they were having monthly conversations with their line 

manager and 12% were having them once a fortnight, 

which shows in a significant number of businesses 

there is a desire to build this strong rapport. 

However, at the other end of the scale, more than a 

fifth (21%) said they were only having conversations 

twice a year or less. These employees could be 

missing out on valuable feedback, guidance and 

support due to this lack of regular contact. Employees 

in smaller organisations (50 to 249 employees) seem 

to be missing out in particular – 17% said they never 

had a check-in with their line manager.

62%
of Appraisd clients now

use check-ins.
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Why are check-ins 
less common in 
smaller businesses?
There are many reasons why check-ins may be 

happening less frequently in smaller organisations. 

Organisations of this size are likely to have a small 

HR team, who may lack the time and resources to 

drive a more continuous approach including check-

ins. The CIPD have identified a people management 

“blind spot” in small businesses, often overlooking 

strong HR practises. They have identified a need 

to help smaller organisations create more effective 

appraisals, in which check-ins could play a vital role.

From our own experience, the barrier to introducing 

check-ins is often around getting buy-in from senior 

leaders. Without their support and a champion who is 

happy to take up the baton and highlight the benefits 

for both managers and employees, it can be like 

trying to push water uphill.

Other organisations feel that introducing check-ins 

too soon after they have moved from annual to bi-

annual or quarterly reviews will be too much change 

for managers and employees to cope with. They want 

to get everyone comfortable with the new review cycle 

and embed it within the organisation, before adding 

another element. Check-ins are often an ambition 

and we believe more businesses will introduce them 

in the next few years when they feel ready.

Check-ins in practice 
Top Tips from 
our clients

 ● Line managers need help to have the right 

conversations. Make sure you give them 

relevant training and support.

 ● Use a step-by-step approach. Take your 

time and introduce just one new thing at a 

time. This will avoid overloading or scaring 

line managers, turning them off check-ins 

before they’ve even had a chance to become 

established.

 ● Don’t be too prescriptive. Check-ins work 

best when they are adapted to the specific 

needs of a particular line manager and em-

ployee. Provide guidelines and support, but 

look for a tool that facilitates a flexible ap-

proach.

Lorraine Duckett
Head of HR
Confetti Media group
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So, is the annual 
appraisal dead?
Much has been written about the demise of the 

annual appraisal, but has it really become a distant 

memory? The results of our survey show that it is 

very much alive, with 36% of respondents saying 

that they still have one. Many organisations are 

still clearly wedded to this format and have not yet 

embraced a more continuous approach.

In our survey, more than one in 10 employees 

(12%) said that they either had an appraisal less 

frequently than once a year or had never had one at 

all. This means there are still a significant number of 

employees who are getting little or no direction on 

what they should prioritise and how this is aligned 

to the overall strategy of their employer. Without 

strategic alignment, employees can become confused 

about their priorities, make less effective decisions 

and be drawn into conflicts with colleagues.

At the other end of the scale, 11% said they are having 

monthly reviews while 20% said they were having 

these quarterly. This means a significant number of 

employees have clear sight of their objectives and 

are likely to feel focused and aligned to goals of their 

organisations, no matter where they may be working.

Our own view is that there is definitely merit in taking 

a step back once a year to look at the big picture. 

However, from our experience, this usually works 

best if supported by more frequent conversations 

that includes discussion on progress against these 

objectives and offers timely and relevant feedback. 

After all, how much value will employees get from 

feedback on something that happened months ago 

and may no longer be relevant? Employees want 

more regular contact with their line manager and 

really value the support provided through frequent 

conversations.

The last two years have illustrated how quickly 

circumstances can change. It is not possible to be 

totally in control of your business and it’s future. 

Outside factors play a part, so it is vital to have an 

agile approach and the ability to revise objectives for 

the organisation and employees to remain successful.

How often do 
you have an  
appraisal in  
your current 
place of work?

Monthly 11%

Quarterly 

20%

Bi-annually 

20%

Annually 

36%

Less often than

annualy 4%

Never at my current

place of work 8%
Other 1%
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How important 
are check-ins to 
employees?
Our survey clearly shows that employees 

value check-ins. A massive 84% rated them 

as very or quite important. Looking more 

closely at the breakdown of results, women 

in particular, value check-ins, with 89% 

rating them very or quite important. Younger 

employees, those aged 35 and under also 

value them extremely highly (89%) Even 

those over 55 who consider themselves 

more self-sufficient, recognise their value 

with 72% rating them very or quite important.

These results highlight the needs for all businesses 

to embrace proper, regular, recorded check-ins, 

no matter their size or the demographics of their 

workforce. Failure to do so could certainly have 

a detrimental effect on engagement, loyalty and 

productivity levels.

Around a quarter of employees are currently working 

all or some of the time at home. While there are many 

benefits of embracing flexible working, there is a 

concern that employees may become less productive. 

A recent YouGov survey found that 33% of senior 

business leaders and decision makers think this is 

likely. Regular check-ins between line managers and 

employees can help to maintain productivity and keep 

everyone aligned and focused on the relevant goals.

Check-ins in practice 
Top Tips from 
our clients

 ● Make sure check-ins are frequent, at 

least once every two weeks to maintain 

momentum.

 ● If possible, capture and measure em-

ployee sentiment and revisit this together 

generate deas to support morale and per-

sonal  development.

 ● Encourage line managers and employees  

to submit notes up front in preparation to 

keep meetings focused, However, don’t force 

it, they should settle on what works best for 

their personal dynamic.

Nick Snelling
Head of Business Improvement
Redeye

https://www.finder.com/uk/working-from-home-statistics
https://www.finder.com/uk/working-from-home-statistics
https://yougov.co.uk/topics/economy/articles-reports/2021/09/28/what-will-increased-remote-working-mean-britain
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Younger employees 
want more time 
with their line 
manager
While the majority of respondents were happy with 

the frequency of their check-ins, significant numbers 

of younger employees want more time with their line 

manager. This is perhaps unsurprising, given they 

are at the start of their careers, hungry for more 

feedback and guidance. 33% of those aged 18 to 

24 and 32% of those aged 25-34 said they wanted 

more time with their line manager.

Three quarters of employees aged 55 and over were 

happy with the amount of time they spent with their 

line manager and only 8% wanted more. This probably 

reflects the experience levels of these employees 

and the greater confidence they have in their own 

abilities. The results indicate line managers should 

personalise their approach to check-ins with their 

reports, devoting more time to their younger members 

of staff to ensure they get the help and support 

they need.

Younger employees want more from work than a 

paycheck. This has become even more apparent after 

the pandemic, with significant numbers reassessing 

their lives and their careers. More are choosing to do 

what makes them happy, not what makes them rich. 

A staggering 90% of millennials say it is important 

to them that their work has a positive impact on 

the world. They want to know what they are doing is 

making a difference. 
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Check-ins in practice 
Expert Advice

 ● Change it up – don’t get stuck in a rut 

with the format, topics or locations. Try going 

for a walk occasionally or doing something 

spontaneous.

 ● Don’t skip it – even a quick 15-minute 

chat can be useful for both parties.

 ● Don’t get stuck in the weeds – some-

times it’s good to get into the detail of work 

updates but do use these opportunities to 

zoom out and think about the bigger picture, 

personal development and what’s going on 

outside of work.

Marc Earnshaw
EMEA Talent Consultant
Macquarie Group

Regular contact with line managers through check-ins 

can add valuable context for employees with regards 

to the efforts of their team, their department and 

the organisation as a whole, reinforcing the value 

of their work and providing a sense of achievement.

The benefits 
of check-ins
Time at work is precious. For many people there 

never seems to be enough hours in the day to get 

everything done. For check-ins to become embedded 

within the culture of an organisation, they have to 

be seen as useful and become a valued part of the 

working week.

In our survey, many different benefits of check-ins 

were identified by employees including reviewing 

current objectives, highlighting training and 

development needs and finding out key company 

information and news. However, one benefit 

clearly stood out - timely and relevant feedback on 

performance. 50% of respondents said it was the 

key thing for them.

The fact that feedback was so strongly identified 

shows that employers really need to focus on this 

and ensure a mechanism is in place for feedback to 

be shared quickly and easily across all parts of the 

business. It also highlights the importance of training 

line managers on how to give effective feedback and 

to enshrine it within their culture.

For more information on how to get the most out 

of performance feedback, take a look at our report.

Top 5 benefits of check-ins 
identified by employees

 ● Getting feedback on performance

 ● Receiving guidance on current and future 

projects

 ● Focusing on personal development op-

portunities

 ● Preventing problems from escalating out 

of control

 ● Building a relationship their line manager

https://www.appraisd.com/feedback/
https://www.appraisd.com/feedback/
https://get.appraisd.com/guides/getting-the-most-out-of-performance-feedback
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How check-ins 
support workplace 
wellbeing
When it comes to avoiding serious health concerns, 

early intervention is key. Whether someone is 

struggling physically or mentally, the quicker they 

receive help, the better. When it comes to workplace 

wellbeing, line managers are often in the best place 

to spot the signs when something is wrong. They 

should know their employees well enough to see if 

they are struggling and not performing up to their 

usual standards.

Regular check-ins are a great way for line managers to 

assess how their employees are coping and support 

their mental health. The simple question, “how are 

you?” can reveal so much. Taking a moment to talk 

about life outside work, not only helps build a strong 

relationship, but can highlight when things aren’t right.

For employees too, check-ins provide a useful channel 

to raise any concerns and ask for help if they need 

it. They can play a very valuable role in supporting 

a healthy workplace. They can become even more 

important if any employees are working remotely, 

helping to alleviate feelings of isolation and loneliness.

In our survey, around a third of respondents said they 

would like to discuss their health and wellbeing more 

in their check-ins. Drilling down further into these 

results, revealed significantly more women than men 

(40% v 30%) would like to do so, perhaps reflecting 

that women are often more willing to broach these 

topics than men. By using check-ins to subtling 

address the subject, it may be easier to get male 

employees to be more open.

A successful wellbeing strategy relies on a holistic 

approach that considers the health of employees 

to be core concern for line managers, rather than a 

“nice to have.” It also relies on issues being quickly 

identified and action being taken. Regular check-ins 

provide the perfect opportunity to do this and can 

prevent issues spiralling out of control.

How could 
managers improve 
their check-ins?
Line management can be demanding and stressful. 

It requires a distinct set of skills that need to be 

developed with specific training. While management 

may come more naturally to some, every manager 

needs to learn how to do the role and devote time 

to getting it right.

Getting check-ins to work effectively is a skill that 

takes time to develop. A successful check-in should 

be useful for both managers and employees. They 

should both look at the meetings positively and both 

input into the agenda. It is not about the manager 

telling the employee what to do. Their role should 

be guiding the employee, giving them the tools to 

achieve their goals, not telling them what they should 

do. Bringing coaching and performance management 

together can have very effective results.

In our survey, the main thing employees wanted their 

manager to improve on was following up on any action 

points raised in their check-ins. This was an issue 

raised by a third of respondents, meaning valuable 

feedback, aspirations and information could be lost. 

https://www.appraisd.com/blog/mental-health-check-ins/
https://www.appraisd.com/blog/how-to-conduct-a-successful-check-in/
https://www.appraisd.com/blog/coaching-and-performance-management/
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It also signals to employees that line managers are 

just going through the motions and not really taking 

the process as seriously as they could.

Other things employees would like to see managers 

improve is preparing for their check-ins better 

(24%), making them a priority in their diary and 

not missing them (20%) and devoting more time 

to each one (18%). All these add up to employees 

wanting their line managers to use their check-ins 

productively, capturing everything discussed to help 

their development and career progression.

How to get the most 
out of check-ins
While the annual appraisal is still not quite a thing 

of the past, most people will agree that the trend to 

have more regular reviews is gaining momentum and 

is here to stay. 47% of respondents said that their 

employer had put more emphasis on line managers 

to spend more time with their reports over the past 

few years. Checks-ins can be an incredibly powerful 

tool, but there are some definite dos and don’ts. 

Here are our top tips for making the most of them.

Five things employees would like 
line managers to do to improve their 
check-ins

 ● Following up on action points

 ● Being better prepared

 ● Making check-ins a priority in their diary 

so they are not missed frequently

 ● Devoting more time to each one

 ● Asking them about how they are feeling
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Check-ins checklist
 F If you are introducing check-ins, everyone needs to embrace the process and have 

a clear framework to follow.

 F There should be a system in place for check-ins to be recorded and reviewed, that 

is visible to both managers and employees.

 F The HR team should have an overview of the number and frequency of check-ins 

taking place.

 F Give managers training and guidelines on how to approach check-ins and what range 

of topics should be discussed.

 F Provide a framework for managers to follow to give them parameters of what is 

expected but this should not be so prescriptive that it can’t be tailored to suit each 

employee individually.

 F Agree a frequency that works for both the manager and the employee. This may vary 

depending on the needs of both sides and should be tailored to suit the individual.

 F Action points should be captured online so they are easily accessible and can be 

followed up.

 F These action points should be completely transparent, visible to manager and employee. 

This is about building a relationship and lowering barriers, so everyone needs to be 

on the same page.

 F Make check-ins a priority from the top to the bottom of the business, so that everyone 

knows and recognises their importance and they don’t get bumped off the calendar 

or forgotten.

 F Take time to prepare properly for each one. Both manager and employee should have 

thought about what they want to discuss in advance and be prepared for the meeting. 

 F Integrate check-ins with your organisation’s wellbeing strategy and ensure they are 

being used to discuss not just work issues but are also a chance for employees to 

share how they’re feeling and discuss any pressures inside or outside of work. Check-

ins can become an early warning indicator of issues, allowing them to be addressed 

before they escalate.

 F Provide training on feedback so everyone in the organisation knows how to deliver it 

effectively and knows what to do when they receive it.

 F Include check-ins in objectives for your managers, so they know what they are 

expected to deliver and are measured on their effectiveness.
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Summary 
As many organisations seek to embrace more flexible 

working patterns, finding ways to keep employees 

connected to their team and their goals becomes 

even more important. Check-ins provide a vital link 

between line managers and employees, whether in 

person or virtually. Employees want this connection, 

in our survey 84% said check-ins were important 

with 29% stating they are very important. 

At Appraisd, we’ve helped hundreds of customers 

to include check-ins as part of their approach to 

performance management, supporting them to design 

forms that fit in with their unique needs. By making 

objectives a focus for the whole year, rather than just 

at review time, customers have found employees feel 

more engaged with their development and aligned 

with the aims of the business. 

84%
employees find

check-ins important.
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Find out how check-ins could 
enhance your approach to  
performance management.

Contact us:

www.appraisd.com

sales@appraisd.com

UK: +44 (0) 20 7202 7979

USA: +1 25-APPRAISD

https://twitter.com/appraisd?ref_src=twsrc%5Egoogle%7Ctwcamp%5Eserp%7Ctwgr%5Eauthor
https://www.linkedin.com/company/appraisd/
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