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Abstract
One of the most important functions of leadership is to provide employees with performance feedback. The primary source of employee feedback has traditionally been one s
direct supervisor. However, as Millennials take up a larger portion of the workforce and
agile work methods are implemented by today s organizations, traditional methods of employee evaluation and feedback are becoming less effective for both supervisors and employees. In response to these workforce changes, new methods and sources of employee
feedback are suggested. In this theoretical study, the authors redefine the role of the supervisor in performance management and suggest new feedback sources. These sources
are argued to both better correspond with millennials life and work values and also require less direct input from supervisors than traditional performance feedback methods.
Keywords: performance feedback, millennials, agile work methods
JEL Code: J11, M12, O35

Introduction
The working environment is changing rapidly in the age of digitalisation and it is forcing
organizations to consider new methods of carrying out leadership roles. As agile work
methods collide with a job market consisting of employees from several generations with
different values and attitudes towards work, new opportunities for performance feedback
present themselves.
This theoretical paper begins with a literature review of the leadership function of
performance management and leadership in the digitalisation age with a focus on Millennial employees and agile work methods. Following the review, new tools for providing
feedback in this work environment are discussed. Recommendations are formulated to
suggest effective cooperation with Millennials in an agile work environment.
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Literature Review
Performance management as a function of leadership
According to Aguinis and Pierce (2008), performance management is an organizationwide system whereby managers integrate the activities of goal setting, monitoring and
evaluating, providing feedback and coaching, and rewarding employees on a continuous
basis. In recent years, traditional performance management systems have been strongly
criticized for their complexity and the exorbitant amount of time required by managers
to carry them out (Buckingham and Goodall, 2015).
One of the most costly elements of performance management is that of the annual
performance review, which requires managers to assess the past performance of each individual employee and to give feedback to each employee regarding his or her individual
or collective performance (Kinicki and Fugate, 2012).

Leadership in the age of digitalisation
In response to digitalisation, which analysts at the for-profit research company Gartner
describe as the process of moving to a digital business and the use of digital technologies
to change business models and value-producing opportunities Papegaaij, Cole, Mello;
2017), leaders are faced with the operational aspects of digital leadership. They are not
only learning to come to terms with new kinds of business strategies and enterprise platforms, but also with the need for a different kind of people mind set and skill set as well
as a completely different kind of workplace (El Sawy, Kraemmergaard, Amsinck &
Vinther,
. For example, younger employees who were born digital will have different expectations of the workplace in terms of flexibility regarding their location and working hours, the sophistication of mobile online access, and resources (El Sawy, et al., 2016).
2.2.1. Millennials
The differences in values and attitudes between generations and genders has been confirmed in many studies. As societies are ageing, seniors are becoming an important segment both in society as well as on the job market. People from Baby Boom generation are
present on the job market with the aim to increase the level of life standard as well as
social needs Abramuszkinová Pavlíková, Šmídová,
; Rašticová, Kubíčková, Bédiová,
2016; Cogin, 2012; Twenge, 2010). The continued presence of older generations on the
job market coupled with the influx of Millennials can result in value based differences and
problematic issues connected with the cooperation of older and younger workers.
Members of each generation declare typical values which form their view on life but
also represent work values needed for everyday work life. Values are considered as important factors which determine behaviour and shape attitudes towards work (Maslow,
1943, Rokeach, 1973). Values are important for making individual decisions but they are
resistant to changes. Work values are formed by wishes of people related to the aim of
their participation in the working process. These values shape attitudes, behaviour and
decision making at work. One of the concepts explaining variations in work values are
based on the difference of extrinsic and intrinsic values. Extrinsic values are focused on
the results such as wage, financial compensation, opportunities for development and status. On the other hand, intrinsic values are related to the process of work, nonmaterial
rewards, educational potential and opportunity to be creative. Other work values include
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the opportunity to have influence, decision autonomy, stability, altruistic rewards, social
rewards, free time or freedom (Twenge, Campbell, Hoffman, Lance, 2010). Longitudinal
studies of work mobility show that a typical young worker will change during the first 10
working years of his/her career from 3 to 7 organisations. Comparative studies between
different cultures show that the generational differences are more important than cultural
ones (Cogin, 2012).
People experiencing different historical events in life might have various expectations and preferences related to work. Nowadays generation on the market consists of
people from four generations. Silent Generation or Traditionalists are people born around
1925–1945, followed by Baby Boomers born around 1946-1964. Generation X, Baby Busters, Post Boomers or even Slackers are names used for people born around 1965–1980.
People born around 1981–1999 are known as Generation Me, Generation Y, Millennials,
nGen, IGen, Entitlement Generation and later generation as Generation Z or Post- Millennials (Cogin, 2012; Gursoy, Maier, Chi, 2008).
For the purpose of this paper, the term Millennials describes the generation born in
the 1980s or 1990s, although the defining characteristics may be valid also for later generation of Post-Millennials. In general, this generation is described as tolerant, self-confident, open, ambitious but also too individualistic, narcissistic and hedonistic. As for the
working environment, the work-life balance and adequate wage are at the centre of their
interest. The importance of work and work ethics as a value for Millennials, in comparison
with Baby Boomers, is decreasing, whereas the importance of free time is rising. Millennials were born into high-tech and optimistic times. They are technologically equipped,
learn fast, but have a tendency to be impatient. Work does is not necessarily a source of
identity for them (Twenge, 2010; Twenge, Campbell, Hoffman, Lance, 2010). Millennials
have a tendency to question authority. They have a job mainly to provide them with resources needed for fulfilment of their personal wishes and free time activities. On the job,
they are less loyal, expect immediate recognition or praise, promotions or salary increases. They believe in team work and are optimistic about the future (Gursoy, Maier,
Chi, 2008).
2.2.2. Agile work methods and performance management
The basic premise of agile work is that less initial planning of outcomes (i.e. products,
services, behaviours) is better than extensive preparation and planning, and that an evolutionary process of development that incorporates end-users feedback is more efficient
Dybå and Dingsøyr,
. Agile methods are iterative and incremental, meaning that the
desired product or outcome is redesigned and modified several times in response to repeat user feedback (Serrador and Pinto, 2015). In an effort to avoid the use of standard
design or development approaches such as the waterfall approach , agile work emphasizes continuous design, flexible scope, the freezing of design features as late as possible,
the uncertainty of the market, as well as intense customer interaction (Serrador and Pinto,
2015). The rapid and iterative feedback and the intense interaction with customers is
made more feasible via developments in technology and digital sources in recent years.
The impact of agile methods can also be seen in performance management. Buckingham and Goodall (2015) report on the agile changes made in the performance management system at Deloitte Services LP, based in New York. In particular, changes made to
the performance appraisal process involved the following: more objective measures of
the employees performance with the intention of limiting bias, frequent weekly discussions of performance with employees, a focus on future performance rather than past results, turnover of responsibility for the initiation of the weekly discussion from the team
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leader to the employee, and the use of a self-assessment tool that allows individual employees to assess their own performance and share information on their strengths (insights, achievements, and impacts) with others in the organization (Buckingham and
Goodall, 2015). These changes not only allowed Deloitte to become more agile in motivating employees and helping them improve their performance, but it allowed them to save
valuable time while re-orienting the process away from past performance and towards
future results (Buckingham and Goodall, 2015).

Methodology
This study adopts a literature review methodology in an effort to inform managers, human resource practitioners, and management researchers of the theoretical potential for
using agile methods to assist in performance management and employee development –
especially with respect to Millennials. A systematic procedure for retrieving and selecting
the reviewed articles was applied. Business One Source was used as the main search engine, which enabled us to access several business relevant databases including Emerald,
ScienceDirect, EBSCOhost, and ABI/Inform. The search string terms agile leadership ,
agile method , performance management , Millennials , civic groups , self-development and journaling , video-self monitoring , and crowdsourced feedback were used.
The search was directed at all parts of the article texts, not limiting the search by title of
journal or article. Our search was supplemented by Google Scholar, and we included both
peer-reviewed journal articles, professional websites, and periodicals in our search. The
inclusion of professional websites and periodicals was deemed necessary given the very
recent application of agile methods in employee development. We checked the relevance
of the articles based on their titles and keywords. Information was extracted from the articles and documented in the literature review below if it fulfilled the following criteria: it
explained how the use of a particular tool (i.e. crowdsourcing) could be beneficial in collecting performance relevant information, the described tool fulfilled the basic premises
for agile methods, and the information provided support for use and understanding of the
tool being particularly beneficial to Millennial employees.

. Theoretical Arguments. New tools for providing
feedback
As the work environment changes, leaders are facing many challenges, and the role of the
leader is changing. With regard to performance management, leaders assessments are no
longer the only source of feedback data. With access to both organizational internal and
external (i.e. shared and social media) digital tools, and in light of mobile work arrangements in which the leader has less direct contact with reports, it is imperative that performance feedback sources and methods be adapted.
This theoretical paper provides an overview of several different and creative feedback sources that would allow individuals to personally collect performance feedback on
a regular basis from sources beyond their direct supervisor. The role of the supervisor
would become one of coordination and coaching on the basis of this collected feedback.
The variety of sources, many of which are digital and therefore especially familiar to the

Enterprise and Competitive Environment, March, 22–23, 2018

12

millennial generation, and the ease with which data can be collected in increments of time
that correspond to agile methods, will be highlighted.

4.1. Internal digital resources
Video self-monitoring
Growing up as digital natives , Millennials are comparably more comfortable video-recording and posting footage of themselves and their everyday activities than other generations before them. Along with the photographed selfie , short video clips of one s activities are everyday elements of communication for Millennials.
This lends support to the idea that Millennials would especially benefit from skill development via video self-monitoring (VSM). Video-self monitoring is an instructional approach based on the theory of observational learning (Woolfolk, 2010). Using the self as
a model, it allows individuals to observe themselves engaged in certain behaviours, such
as presenting in front of an audience or leading a meeting. When using VSM as a learning
tool, video recorded segments of the activity are edited to present the desired skill with
few or no errors (Prater, Carter, Hitchcock & Dowrick, 2011). The edited video is then
shown to the individual. The video content acts as feedback that can then be self-assessed
and used to modify behaviours. Although the large majority of research on VSM has been
carried out in educational settings, the results of these studies support its use across a
variety of skills and with a range of ages (Prater, et al., 2011). VSM has been shown to
effectively decrease general disruptive classroom behaviours (e.g., Possell, Kehle,
McLoughlin, & Bray, 1999), as well as increase positive classroom participation (Hartley,
Kehle, & Bray, 2002) and on-task behaviour (Clare, Jenson, Kehle, & Bray, 2000).
With the rapid technological development and accessibility of the tools available for
both video recording and editing, it is not surprising that video recording is also being
used to help professionals learn and improve on-the-job skills like presenting, negotiating, and conflict management (Avsar, Cansever, Acemoglu, Avsar, Khan, & Cayir, 2015;
Gitomer, 2010; Tschannen, Keenan, Aebersold, Kocan, Lundy, & Averhart, 2011).
The direct and unfiltered feedback that video-recordings can provide to employees
as well as the ease with which ideal behavioural examples can be produced via editing,
lend to its adoption as a source of feedback and a learning tool in the workplace. Given
what would be considered confidential organizational content in the recordings, it is
recommended that this tool only be used in conjunction with internal development programs.

4.2. External human resources
Civic groups & roundtables
Millennials are often criticized for characteristics that are believed to result from their
comfort within and their dependency upon a digital environment. These characteristics,
which tend to collectively define the generation, include a lack of a need for live social
contact and lower levels of empathy in comparison to other generations Abramuszkinová Pavlíková & Šmídová,
. Whether or not the research on these characteristics is accurate, it is interesting to note that millennials do indeed have limited involvement in both civic and political groups in comparison to earlier generations
(Twenge, Campbell & Freeman, 2012; Not turning out, 2017). Civic groups are a category
of non-profit organizations to which such globally represented groups like Lions, Rotary,
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Ladies Circle, Boy Scouts, Habitat for Humanity, or Toastmasters belong. Although the official main objective of such civic groups is formally defined as philanthropic service, other
common benefits to membership include prestigious social networks, cultural experiences, and learning how to conduct oneself professionally.
Research shows that a linkage between voluntary civic service activities and employee career development exists (Bartsch, 2012; Booth, Park & Glomb, 2017; Gyton,
2017). Volunteering in civic service projects can also help individuals to gain experience
in areas in which they have limited experience, but would like to work in the future (Clark,
2017).
Some civic groups exist with the main goal of assisting members with professional
development. Toastmasters, for example, is a civic group dedicated to helping its members practice public speaking in front of a crowd (Gravois, 2011). Especially in light of the
example of Toastmasters, it is evident that career development can also happen through
participation in activities outside of one s place of work. Given millennials limited involvement in such activities and their need for multiple sources of feedback, it makes sense for
supervisors to support, recommend, and follow-up on millennial employees involvement
in such civic organizations.

4.3. External digital resources
Self-reflection and journaling
The employee s own reflection of his performance and development is also considered a
source of direct feedback. Learning journals or reflective journals are a common tool used
to increase the practice of self-reflection due to the ease of implementation and the depth
of personal feedback that can be achieved (Roberts, 2008). Reflection is a process that has
been shown to integrate theory with practice, to facilitate insight, and to stimulate selfdiscovery (Mezirow, 1998).
Past studies, which have focused on leadership education, have found that reflective
learning requires individuals to intensely consider the dynamics that underpin leadership
theory in line with their professional pursuits while also questioning basic assumptions
and practices (Jefferson, Martin, & Owens, 2014). When reflection does not take place,
there is a risk of making poor decisions and judgments (Brookfield, 1994).
Commonly used in university teaching environments, journaling allows students to
reflect on theory in comparison to theirs and others actions as well as integrate readings,
discussions, or other resources (Roberts, 2008). More recent studies carried out with
millennial students also support the use of journaling Jefferson, Martin, & Owens,
;
Stanton & Stanton, 2017; Walters, Charles & Bingham, 2017). For example, Stanton and
Stanton
found that the use of journaling improved students academic performance, increased their writing abilities, led to increased time spent reading topic-relevant
materials, and improved critical thinking about the course content.
Bullet journaling , a recent and trendy phenomenon, is also growing in favour by
working professionals, and they are particularly popular with millennials (Campbell,
2017). Bullet journaling involves creating a hand-written collection of tasks and topics
which is updated by an individual daily. Advocates of the method, which can assist with
anything form monitoring daily productivity to reflecting on one s own career and personal goals, agree that the method has advantages in the digital age. Bullet-journaling is
reported to help it s users to focus and to reflect on tasks and motivations and to get to
know one s work habits better Raptopoulos,
.
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Many digital forms of the bullet journal now exist as smart phone apps, like Trello or
Todoist. However, advocates of paper journals argue that writing by hand forces one to
slow down and approach reflective thoughts with more mindfulness (Wong, 2018).
This is not to say that journaling should simply be carried out by employees at random intervals when time is available and the mood strikes. Ligon & Hunter (2010) argue
that journaling should occur throughout the course of the learning period rather than happening once objectives have been achieved. This planful approach is believed to facilitate active analysis (Denston & Gray, 2001). In an employment setting, this would suggest
that the journaling practice be expected by the supervisor or mentor at regular work intervals (i.e. daily) and that reflective discussions between the supervisor and employee
regarding the results of journaling – thoughts, questions, or lessons learned by the employee – be scheduled periodically (i.e. monthly).
Crowdsourced feedback via network internet platforms

Just as Millennials are comfortable contributing personal information to public information pools or social networks , they are also familiar and comfortable with the retrieval of information from these sources. Network platforms include a class of information technologies, commonly known as social media, which support interpersonal
communication and collaboration using Internet-based platforms (Kane, Alvavi, Labianca,
& Borgatti, 2014). Among the best known of these tools are sites such as Facebook,
LinkedIn, and Twitter, but various media publishing tools like Youtube, Instagram, Pintrest,
Tumblr, and Soundcloud also facilitate social interactions by allowing viewers or visitors
to give instant feedback.
In some cases, especially teens have been known to specifically use digital spaces
such as YouTube to receive immediate feedback on their appearance (Rossie, 2015), on
hobbies and interests (Courtois, Mechant, & De Marez, 2011), and to simply gauge the
general feedback they receive as they try out different identities and communicate their
tastes and preferences (Valkenburg, Schouten, & Peter, 2005). This process is known as
crowdsourcing , or the the outsourcing of tasks to a crowd of people via an open call for
contributions (Howe, 2006).
Given the ease with which organizations can collect information using such sources,
it is not surprising that many have started to collect feedback on multiple topics from their
employees. For example, in an effort to increase engagement and give employees a voice
in work processes, one organization used cloud-based software to crowdsource employee s ideas for improving clinical information system work-flows (Olson, 2017). The
information was used to make decisions that resulted in cutting the time spent on clinical
workflow in half (Olson, 2017).
Crowdsourced feedback has also created new possibilities for performance reviews.
As remote work arrangements increase and managers are given less opportunity to directly observe employee feedback, single-source performance reviews become less valid.
By adopting a system that is similar to current social media platforms, employees are enabled to provide meaningful feedback on their co-workers performance in near real time
Mosley,
. This process crowdsources the performance review and gives both the
manager and the employee more detail in the feedback detailing their performance, which
addresses the top cause of employee dissatisfaction with performance appraisals: the
sense that single-source reviews by one manager are not true indicators of performance
(Mosley, 2013). The tool can also be used to collect feedback from beyond the organization, questioning those individuals who work with the employee as customers, suppliers,
or other business partners. Given Millennials familiarity with such crowdsourced tools
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and the remote working arrangements that will accompany many jobs in the future, we
expect Millennials to be particularly accepting of crowdsourced performance reviews.

Recommendations
In an agile work environment, the following recommendations are relevant for providing
Millennials with feedback regarding their career-relevant skill performance and development:
A. Direct supervisors should no longer be relied upon as the main source of direct
feedback about performance. Rather, they should take on a role of coordination
and coaching on the basis of feedback collected by the individual employee.
B. The use of video recordings of job-relevant behaviours (i.e. presentations, negotiations) is an effective method for providing valuable feedback.
C. Participation in civic organizations will allow Millennials access to situations that
provide valuable feedback.
D. Regular reflective journaling – via digital app or via paper journal – is an effective
method of providing valuable feedback.
E. Crowdsourced performance reviews via internet platforms allow Millennials access to valuable feedback from colleagues and business partners.

Conclusions
The theoretical arguments put forth in this paper focus on the importance of giving feedback to Millennials in the age of agile work. The theoretical background focused on studies
and research results published by international academics.
Given the technical savvy of Millennials and the limited time that managers can afford
to dedicate to performance reviews, creative and better fitting sources for performance
feedback were introduced. These are considered a better fit a digital environment., which
entails a requirement for quick and frequent feedback data using agile methods.
This theoretical study provides a starting point for researchers to conduct a number
of future studies involving primary data collections.
• For example, based on the potential use of open source tools as agile methods in
performance management, there is a need to: Understand how leaders from older
generations are dealing with agile work methods and tools.
• Show evidence of the use of these suggested tools in the actual development of
employees.
• Better understand the feasibility of use and ideal frequency of measurement of
the tools.
• Assess managers response to and use of the additional information in coaching
and employee development.
• Test the reliability and validity of the different tools with the purpose of performance management.
• Assess the added value of the tools as defined by the employee in comparison to
the employer and managers.
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The major limitations of this study lie in the methods used to collect the information
from the existing literature. A future revision of the study should allow for a more thorough and systematic review of the literature, which is not limited by the authors preconceived value placed on the particular tools highlighted in this paper. A formal collection
method and coding method should be adopted. In addition, existing human resources, organizational behaviour and sociological theories could be incorporated into the review of
the literature.
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