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▪ Project team from 4 research partners

▪ Academic lead (incl. today’s presenter)

Organized for the third time as an 
international research project, …

2023, 90 Baltic organizations participated in Contemporary 
Performance Management (PM) Practices survey

… this pan-Baltic survey shows the 
status quo and potential of PM

▪ Covered topics

▪ Current performance evaluation process 
and the use of contemporary
performance evaluation practices

▪ Focus on the core group of employees

▪ Female representation and gender 
equality policies

▪ New work reality’s impact (e.g., flexible 
hours, remote working)

▪ Survey respondents

▪ HR managers and PM specialists 

▪ Representing 90 organizations from the 
Baltics (EE, LV, LT) from more than 11 
different industries
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Performance evaluation plays a crucial role in 
performance management process 
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While both management research and 
practice agree on the importance and the 
benefits of effective performance 
management process for businesses…

…more and more companies are reluctant 
to use or keep their established 
performance management practices
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Despite the “good intentions”, major organizations in the 
mid-2010s started ditching their PE practices

1



Human nature

•Gender bias

•Favoritism

•Recency bias

•Halo effect

Very personal

•Evaluator sets the 
tone

•Evaluatee is in 
the shadow

It‘s an opinion

•Subjective 
measure t o 
capture true 
performance
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And it is understandable why…1
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Old School Performance
- Top-Down Automation
- Focus backwards – what has been done
- Promotes vertical growth thinking
- Annual, at best quarterly
- Evaluative

Next-Gen Performance
- Employee driven, self-directed growth
- Focus forward – what needs to be done
- Promotes lateral growth thinking
- Continuous conversations
- Empowering



Strategic Performance Management

•Strategic fit of performance evaluation (PE) process with organizational 
objectives and its effectiveness

Formal Performance Reviews

•Characteristics of the formal PE process, including frequency, information 
sources, etc.

Alternative Rater (AR) Feedback 

•Role of alternative raters (e.g., peers, subordinates, clients, etc.) in 
performance evaluation process

Calibration Committee (CC)

•Implementation of CCs (groups for discussing, justifying, and potentially 
adjusting performance assessment) in the PE process

New work environment

•Work policies that promote hybrid/remote working and equal 
opportunities
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Our survey covers the major contemporary performance 
evaluation practices, inter alia

1
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Core Group: Performance 
Evaluation Process

Performance evaluation process, incl. performance 
measurement and review processes, for the largest 
core group of mid-level employees.

05/12/2023CONTEMPORARY PERFORMANCE MANAGEMENT PRACTICES SURVEY 2023 - KLEIN



The next two chapters – 2 and 3 – include 
questions that are related to the performance 
evaluation process for the largest core group of 
mid-level employees that survey participants 
have chosen when filling out the survey, and who:

▪ Are critical to the creation of the company’s 
products and/or services

▪ Share similar characteristics

▪ Are formally assessed using the same 
performance evaluation process

On average, the core group in companies
participating in the survey:

▪ Includes >47% of all employees

▪ Brings >19% of annual turnover

In participating companies, the core group of employees is
critical for their value creation
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For the core group, the PE process is rather effective in many 
aspects, providing motivation, feedback, transparency,…

For the chosen core group, the extent to which the performance evaluation process is 
effective at…, n=69 (1/2)
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… as well as supporting performance culture and core values 

For the chosen core group, the extent to which the performance evaluation process is 
effective at…, n=69 (2/2)
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The information from the formal performance reviews for 
the core group is especially useful for talent development and 
salary increases, …
For the chosen core group, the extent to which the information obtained from the 
formal performance reviews is used to…, n=69 (1/2)
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… and – still – least used for termination and 
outplacement practices

For the chosen core group, the extent to which the information obtained from the 
formal performance reviews is used to…, n=69 (2/2)
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For the chosen core group, use of forced 
distribution to evaluate these employees, 
n=69

▪ Comparing with 2021 & 2019, when 
31% & 41% of participating companies, 
respectively, were using forced 
distribution for the core group, latest 
results demonstrate a considerable 
increase in the use of forced 
distribution

▪ This can indicate that some companies
returned to the time-proven, efficient, 
yet, often biased forced distribution
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More than a half of respondents use forced distribution to 
evaluate the core group of employees

2

51%49%

Yes No
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Core Group: Contemporary
Performance Evaluation
Practices – Alternative Raters

Alternative raters are individuals who provide formal 
feedback about an employee’s performance other than 
the employees' direct supervisor.

This feedback is formally collected in a structured way 
and incorporated into the employees' performance 
review and/or used in other decisions (e.g., 
promotions or bonuses).
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Use of alternative raters for the chosen 
core group of employees, n=69

There is a declining trend since 2019/21

43%57%

Yes No

Who selects alternative raters for the 
chosen core group, n=30
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<45% of surveyed firms use alternative raters, who are 
usually selected by supervisors

3
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4 - Mandatory, alternative raters
must provide the requested formal
feedback

3 - Technically voluntary, but
strongly encouraged and with
frequent reminder

2 - Voluntary, but with some
encouragement and friendly
reminders

1 - Completely voluntary, with no
follow up

0 - Not used as alternative raters
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>40% of respondents using ARs demand employees to 
complete self-assessment for their performance reviews

3

The extent to which providing feedback is voluntary, n=30

2
Most common in 

2021 (n=59)
4 0 02 2 2 2



Are ARs asked to provide formal 
performance feedback on the performance 
metrics as the direct supervisor? n=30

44%

23%

33%

No, alternative raters do not use metrics

Yes, alternative raters use the same metrics

Yes, but alternative raters use different metrics
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In case of ARs, they usually do not use any metrics and 
supervisors decide whether to integrate their reviews or not

3

To what extent do the supervisors include 
AR formal feedback in the employees' final 
performance assessments? n=30

7%

7%
0%0%

40%

10%

37%

1 - not at all 2 3 4 5 6 7 - to a large extent



Core Group: Contemporary
Performance Evaluation
Practices – Calibration
Committees
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Calibration committees are groups formed for the 
purpose of "calibrating" (i.e., discussing, justifying, 
and potentially adjusting) performance assessments. 
Calibration committees convene to calibrate 
supervisors' assessments of their direct reports, and 
make adjustments (either up or down), where 
necessary, before final performance assessments are 
disseminated to employees and/or used in other 
decisions (e.g., promotions or bonuses).



For the chosen core group, whether 
calibration committees are used, n=69

Since 2021, CC use rose by 12 pp.

32%
68%

Yes No

Who selects alternative raters for the 
chosen core group, n=22
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Although the use of CCs is still comparatively rare, most 
organizations using them have done so for at least four years

3

36%

32%

14%

18%

10 and more years

7–9 years

4–6 years

1–3 years



4%4%
5%

18%

9%

32%

23%

5%

Number of assessments discussed in a 
CC each period, n=22

less than 10

10–14

15–19

20–29

30–49

50–99

100–249

250 or more
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CC characteristics vary a lot across thoso organizations
that use them

3

63%

23%

14%

Number of members on a calibration 
committee on average, n=22

1–5

6–9

10–14

59%

41%

Evaluatees know CC composition, n=22

Yes No

41%

41%

18%

Assessment shared prior CC, n=22

Our policy is that the
assessment is
communicated

Our policy is that the initial
assessment is not
communicated

We have no policy (direct
supervisors decide)
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Compared to all the survey participants, companies with CCs 
have more effective performance evaluation process…
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Increasing consistency of performance evaluations across
supervisors

Facilitating timely and high-quality feedback to employees

Providing performance information for compensation and
personnel decisions

Increasing perceptions of fairness

Mitigating bias in performance assessments
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… in almost all surveyed aspects or report similar level 
performance evaluation process effectiveness 
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Increasing transparency in the performance evaluation process

Providing employee performance information for talent
management

Facilitating appropriate job assignments (e.g., project staffing)

Creating employee buy-in for promotion decisions

Identifying promotion candidates
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Pandemic exposes (already) evident gender inequality at 
work

3

To understand how 
companies tackle the 
gender inequality 
issues during the 
pandemic, we have 
looked into:

New 
work

Gender 
equality



New Work Environment

New work environment implies flexibility and 
balanced and healthy work conditions, implying 
changes in the way people work and communicate 
with their colleagues.

This section will focus on the changes in work 
settings and performance evaluation practices 
driven by the new work reality.
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New work policies embrace flexibility and well-being and 
came here to stay

3
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Plan 
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In the past year, organizations… (1/3)
n=68

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Allowed employees to work remotely (at least part of the time)

Was flexible when it comes to when people work (i.e., flexible
working hours)

Provided additional employee benefits (mental health benefits,
adjustment in child care leave, etc.)

1 - not at all 2 3 4 5 6 7 - to a great extent

Avg. 
in 
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Organizations intend to accelerate the frequency of feedback 
and reviews, underpinning more data-driven PE process

3

Plan 
for 

2024

In the past year, organizations… (2/3)
n=68

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Promoted more frequent feedback and informal dialogue
between supervisors and employees on a regular basis

Promoted more regular progress reviews with accountability
and incentive adjustments (as opposed to annual performance

review)

Used data and data analytics tools for productivity and
performance evaluations

1 - not at all 2 3 4 5 6 7 - to a great extent

Avg. 
in 
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3.7
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Yet, more extreme changes in work settings (e.g., compressed 
workweeks, agile goals, remote monitoring) are not observed 

3
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In the past year, organizations… (3/3)
n=68

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Was flexible when it comes to how much people work (allowing
less hours for less pay)

Applied more agile collaborative goals that can transform as
conditions change (as opposed to annual goals set by

supervisors)

Allowed employees to have compressed workweeks (e.g.,
having four-day workweeks)

Applied productivity monitoring for remote employees

Applied different compensation scheme for remote employees

1 - not at all 2 3 4 5 6 7 - to a great extent
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in 
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Gender Equlity: Status Quo, 
Policies, PM-Compensation Link 
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While the total workforce is evenly distributed among both 
genders, the „glass ceiling“ is still a relevant bias

47%

34%

27%

53%

66%

73%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

All employees

Senior management

Executives

Women Men

4



52

51

50

50

47

21

15

3

3

0 10 20 30 40 50 60 70 80 90

We have an anti-sexual harassment/anti-bullying/anti-violence
policy

We offer flexible work locations

We have a fair remuneration policy or equivalent

We offer flexible work hours

We have an equal opportunity policy or equivalent to ensure
gender diversity

We have a strategy in place or have otherwise acted to close
any gender pay gap identified

We publish gender segregated pay information

We are a Signatory of the Women's Empowerment Principles

None of the mentioned policies

Companies could definitely do more to empower females and 
support gender equality at work
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4

Policies that the respondent firms have (explicit in writing), n=90
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Based on 2019 and 2021 PM survey and compensation data, 
we explore the PM practises-gender pay gap links…

4

How much room does 
an organization’s 

performance 
management process 

allow for biases to 
differentially affect 

the performance 
evaluation and 
compensation 

decisions for women
as compared to men? Performance 

Management Systems

Forced 
Distributions

Calibration 
Committees

Multi-Rater
Systems

Modern Management Control Practices 
used to Reduce Bias used in Organizations

Source: Grabner, 
Klein, Patterson, & 
Sedatole (2023)



Forced Distribution

• The use of forced distribution increases the gender pay 
gap (GPG) for both professionals and managers

Calibration Committees

• Only for professionals, CCs have a negative significant 
effect on the GPG

• Peer CCs hurt female professionals, while other types of 
calibration committees have no significant effect on the 
GPG for both professionals and managers

Alternative Raters (Multi-Rater System)

• Self- and external assessments increase and higher- and 
lower-level raters decrease GPG among professionals

• Assessment by peers increases and self-assessment 
decreases GPG among managers
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… and find that these differ across different career levels 4

Source: Grabner, 
Klein, Patterson, & 
Sedatole (2023)
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LET′S CONNECT!

A/PROF. DR. ALEKSANDRA KLEIN
aleksandra.klein@vlerick.com

PROF. DR. ISABELLA GRABNER
isabella.grabner@wu.ac.at

THANK YOU!

The research team appreciates the opportunity to 
collaborate with companies to examine relevant 

and timely topics.

If you would be willing to share your insights or 
discuss a potential collaboration, please do not 

hesitate to contact us!

5
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Methodology and Demographics 
of Respondents

BACKUP
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Methodology.

This presentation includes a snapshot of the results of the ongoing cooperative research project Contemporary 
Performance Evaluation Practices between Figure, WU Vienna University of Economics and Business, Vlerick 
Business School, and SSE Riga.

The first research co-operation took part in June-August 2019 and concluded with 52 respondents from Latvia and 
Lithuania. In 2021, the research concluded with 133 respondents from Estonia, Latvia and Lithuania. This year, 90 
organizations from all the Baltics took part in the survey.

The questionnaire is based on existing research in Management Accounting and HR Management (e.g., Bol et al. 2019, 
Lawler 2003) on the topic. Participation in the survey is free of charge. All respondents are guaranteed anonymity. 

BACKUP



Survey Respondents: Geography. n=90

BACKUP

05/12/2023CONTEMPORARY PERFORMANCE MANAGEMENT PRACTICES SURVEY 2023 - KLEIN



Survey Respondents: Industries. n=90

BACKUP
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23%

21%

19%

16%

7%

6%

2%
2% 2%1%1%

Industries IT and Telecommunications

Production

Sales

Financial Services

Business Services

Transport and Logistics

Energy

Real Estate Management

Other

Infrastructure

Public Sector



Survey Respondents: Demographics. n=90

BACKUP
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14%

19%

43%

16%

8%

FTE, n=90

1-49 50-99 100-499 500-999 >1000

14%

38%
27%

21%

Sales, n=89

< 5 MEUR 5 - 25 MEUR

25 - 100 MEUR > 100 MEUR

46%

24%

3%

20%

7%

Source of capital, n=90

Foreign capital

Local private capital

Mixed capital (local and foreign)

Public company

State/local government capital



Core Group

BACKUP
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Percentage of employees that are included in this core 
group. n=69

BACKUP
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Average =47%



Average annual turnover (in %) for this core group of 
employees. n=69

BACKUP

05/12/2023CONTEMPORARY PERFORMANCE MANAGEMENT PRACTICES SURVEY 2023 - KLEIN

Average =19%



For the chosen core group, rate your overall satisfaction 
with the existing performance management practices. n=69

BACKUP
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Average =4.79



Gender Equlity: Status Quo, 
Policies, PM-Compensation Link 
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Findings – Forced Distributions 
(DV = LogTotalInc)

ManagersProfessionals

Gender (Male=0)

-0.042***

Forced Distribution

0.176**

Gender*Forced 
Distribution

-0.046***

Gender (Male=0)

-0.087***

Forced Distribution

0.153*

Gender*Forced 
Distribution

-0.048**

Increases the Gender Pay 
Gap

Increases the Gender Pay 
Gap
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Source: Grabner, 
Klein, Patterson, & 
Sedatole (2023)
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Findings – Calibration Committees
(DV = LogTotalInc)

Gender (Male=0)

-0.042***

Calibration Committee 

0.237***

Gender*Calibration 
Committee                    

-0.048***

Gender (Male=0)

-0.087***

Calibration Committee 

0.248**

Gender*Calibration 
Committee                    

0.036

ManagersProfessionals

Increases the Gender Pay 
Gap

No Significant Impact on the 
Gender Pay Gap

05/12/2023CONTEMPORARY PERFORMANCE MANAGEMENT PRACTICES SURVEY 2023 - KLEIN

Source: Grabner, 
Klein, Patterson, & 
Sedatole (2023)

BACKUP



Findings – Calibration Committees
(DV = LogTotalInc)
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Findings – Multi-Rater System
(DV = LogTotalInc)
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Findings – Multi-Rater System
(DV = LogTotalInc)
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