MRN Publishing

Vol. 12, No. 21, 2024, pp. 16-22.
ISSN 1596—5074

Copyright © 2024

This article is distributed under CC BY

Management Network Journal \,&\/

Management Network Journal

Performance Appraisal Practices and Employee Performance:
A Literature Overview

Maimuna Bulama '*, Maryam Mohammad Shuwama'

U Department of Business Administration and Management, School of Management Sciences, The Federal Polytechnic Damaturn, Nigeria.

Abstract

Performance appraisal remains one of the most widely adopted human resource management practices for enhancing employee
productivity and organisational performance. This study provides an integrative overview of literature and empirical evidence on
performance appraisal practices, their benefits, challenges, and outcomes. Drawing on a narrative review of published studies across
diverse sectors and contexts, the paper synthesises findings into a conceptual framework that links appraisal methods, organisational
culture, and employee outcomes. The evidence indicates that when implemented transparently and developmentally, performance
appraisal fosters motivation, clarifies expectations, and supports training and career advancement. Conversely, systems marred by
bias, favouritism, or political interference erode trust and disengage employees. Comparative analysis of empirical studies from Sub-
Saharan Africa, the Middle East, and South Asia demonstrates that effectiveness is highly context-dependent, shaped by governance
structures, managerial competence, and cultural dynamics. The study concludes that performance appraisal should be approached
not as a bureaucratic exercise but as a strategic mechanism for employee development and organisational success. Recommendations
are offered for organisational practice—including supervisor training, continuous feedback, and fairness safeguards—and for future

research on mediating factors and emerging digital appraisal systems.
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Introduction

Performance appraisal occupies a central position in the
practice of human resource management, serving as both an
evaluative and developmental instrument. It represents a
formalised process through which employees’ performance is
systematically assessed in relation to pre-established criteria and
organisational objectives (Zayum, Aule, & Hangeior, 2017).
Historically, performance appraisal has evolved from early
industrial-era performance checks to more sophisticated systems
that emphasise feedback, motivation, and the alignment of
individual contributions with organisational strategy (Shahatyar,
Baloch, Mushtaq, & Mushtaq, 2014). Today, performance
appraisal is not only applied in advanced economies but is also
widely adopted across developing contexts, reflecting its perceived
importance in driving employee productivity and organisational
success (Wanjala & Kimutai, 2015).

The central rationale for performance appraisal lies in its dual
function: as a control mechanism to ensure accountability, and as
a developmental tool to facilitate growth, training, and career
progression. Studies have demonstrated that effective appraisal
practices contribute to employee motivation, enhance
organisational commitment, and encourage continuous skill
development (Kibichii, Kiptum, & Chege, 2016; Rahahleh,
Alabaddi, & Moflih, 2019). When designed and implemented
appropriately, performance appraisal can foster constructive
dialogue between supervisors and employees, provide clarity
regarding expectations, and reinforce behaviours that are

consistent with organisational values and objectives (Prah &
Kankam, 2018).

Nevertheless, performance appraisal systems are not without
their limitations. Research highlights persistent concerns such as
rater bias, favouritism, and political interference, which can
compromise the objectivity and credibility of evaluations (Dauda,
2018; Sajuyigbe, 2017). In contexts where organisational culture is
weak or managerial capacity is limited, appraisal processes risk
becoming bureaucratic exercises rather than instruments of
meaningful performance improvement (Dyaji, Ibietan, &
Abasilim, 2020). Moreover, employee perceptions of unfairness in
the appraisal process have been shown to diminish motivation and
erode trust in management, thereby undermining the very
objectives the system seeks to achieve (Ogolla & Oluoch, 2019).

In light of these dynamics, scholatly interest in performance
appraisal has expanded, with studies focusing on diverse appraisal
methods, their benefits, and the challenges of implementation
across sectors and regions. Empirical evidence indicates that while
performance appraisal often has a positive impact on employee
productivity and organisational performance, the magnitude and
sustainability of this impact are shaped by contextual variables,
such as organisational culture, leadership style, and institutional
maturity (Pradhan, 2020; Yahya, 2020a). Thus, a nuanced
understanding of performance appraisal requires examining not
only its technical design but also the social and organisational
environments in which it is embedded.

The purpose of this paper is to review the extant literature on
performance appraisal and its influence on employee performance.
Specifically, it aims to provide a comprehensive synthesis of
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appraisal methods, highlight the documented benefits and
persistent challenges, and assess the evidence emerging from
empirical studies across different national and sectoral contexts.
By doing so, the review seeks to contribute both to academic
debates and to practical discussions on how organisations can
design appraisal systems that are fair, transparent, and effective in
enhancing employee outcomes.

Methodology

This study adopts a narrative literature review approach to
synthesise existing scholarship on performance appraisal and its
relationship with employee performance (see Box I). A narrative
review differs from a systematic review in that it does not follow a
rigidly standardised protocol for identifying, screening, and
selecting studies. Instead, it provides flexibility in drawing on a
broad and diverse body of literature, enabling a comprehensive
overview of theoretical contributions, appraisal methods, and
empirical findings (Wanjala & Kimutai, 2015). This approach is
particularly useful in areas such as human resource management
where concepts, contexts, and practices are diverse and evolving
(Zayum, Aule, & Hangeior, 2017).

Box I: Methodological Justification

The decision to employ a narrative literature review rather than
a systematic review was based on the need for flexibility in
synthesising diverse bodies of work on performance appraisal.
Petformance appraisal has been examined across multiple
contexts—including public and private sectors, health,
education, and utilities—using a variety of conceptual
frameworks and empirical approaches (Prah & Kankam, 2018;
Ogolla & Oluoch, 2019; Rahahleh, Alabaddi, & Moflih, 2019).
A narrative review allowed the integration of these
heterogeneous studies in a manner that highlights broad
patterns, practical implications, and thematic concerns. While
systematic reviews provide stronger replicability through
explicit criteria and transparent procedures (Dauda, 2018), they
may restrict scope and omit relevant but contextually varied
insights. Thus, the narrative approach adopted here was
considered most appropriate for offering a comprehensive,
interpretive account of performance appraisal and employee
performance, while still acknowledging the limitations of
subjectivity and reduced methodological rigour (Dyaji, Ibietan,
& Abasilim, 2020).

The review incorporated peer-reviewed journal articles,
empirical studies, and practitioner-oriented reports published
across both developed and developing contexts. Priority was given
to studies that explicitly examined the effects of performance
appraisal on individual or organisational performance outcomes.
Empirical contributions reviewed span multiple sectors—
including public administration, healthcare, education, banking,
and  utilities—reflecting the widespread application of
performance appraisal across organisational settings (Prah &
Kankam, 2018; Rahahleh, Alabaddi, & Moflih, 2019; Ogolla &
Oluoch, 2019). By integrating findings from different sectors and
countries, the review sought to identify commonalities,
divergences, and contextual influences shaping appraisal
effectiveness.

However, while a narrative review provides the advantage of
breadth, it also has methodological limitations. Because the
selection of sources is not governed by explicit inclusion and

exclusion criteria, there is a potential risk of selection bias, which
may affect the comprehensiveness and replicability of the study
(Dauda, 2018). In addition, without a transparent reporting
framework—such as those recommended in systematic reviews—
the narrative approach may limit readers’ ability to evaluate the
consistency of source coverage and to replicate the process (Dyaji,
Ibietan, & Abasilim, 2020).

Given these limitations, this study acknowledges that its
conclusions should be interpreted as indicative rather than
definitive. Future research would benefit from employing
systematic review methodologies, which require detailed search
strategies, defined criteria for inclusion and exclusion, and formal
processes of data extraction and synthesis. Such rigour would
enhance transparency, reduce the likelihood of bias, and provide a
stronger evidence base for both academic inquiry and
organisational practice (Sajuyigbe, 2017).

Conceptual Background

Performance appraisal constitutes a central mechanism
through which organisations evaluate employee contributions,
align individual performance with organisational objectives, and
provide feedback for improvement. It is defined as the structured
evaluation of employee performance against job expectations and
organisational goals (Zayum, Aule, & Hangeior, 2017). While
often used interchangeably with performance management, the
two concepts differ in scope. Performance management refers to
a continuous process of setting objectives, monitoring progtess,
and supporting employee development, whereas performance
appraisal is a discrete evaluative exercise that forms one
component of the broader system (Wanjala & Kimutai, 2015;
Kibichii, Kiptum, & Chege, 2016).

The theoretical foundations of performance appraisal are
grounded in motivation and organisational behaviour theories.
Goal-setting  theory emphasises that clearly defined and
challenging goals, combined with timely feedback, enhance
performance and employee motivation. In this regard,
performance appraisal acts as a structured mechanism for setting
expectations and reinforcing alighment between individual and
organisational objectives (Pradhan, 2020; Mwema & Gachunga,
2014). Similarly, expectancy theory highlights that employees atre
motivated to perform when they perceive that effort will lead to
valued outcomes. Performance appraisal strengthens this link by
demonstrating how performance translates into recognition,
rewards, and career development opportunities (Rahahleh,
Alabaddi, & Moflih, 2019).

Performance appraisal is not a neutral process but is shaped by
organisational culture and context. Empirical evidence shows that
appraisal effectiveness depends on factors such as fairness,
managerial competence, and employee perceptions of credibility
(Dauda, 2018; Dyaji, Ibietan, & Abasilim, 2020). When appraisal
is seen as objective and supportive, it enhances trust and
motivation; conversely, when influenced by bias or favouritism, it
undermines performance and morale (Ogolla & Oluoch, 2019).

The conceptual framework (Figure 1) illustrates these
relationships. Appraisal methods produce both benefits—such as
motivation, skill development, and alignment of goals—and
challenges, including subjectivity, bias, and organisational politics.
These benefits and challenges directly shape employee outcomes
by either enhancing or undermining performance. Crucially,
organisational culture and contextual factors moderate these
dynamics, determining whether appraisal practices support or
hinder desired results. The framework therefore underscores the
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multidimensional character of performance appraisal, integrating
technical methods, motivational theories, and socio-cultural
influences in shaping employee performance.

(O:ganisalional Culture & Conlext)

Challenges

Figure 1. Conceptual Framework

Performance Appraisal Methods

A variety of performance appraisal methods have been
developed, each designed to measure employee contributions
through different lenses. The selection of appraisal methods is not
merely technical but carries significant implications for employee
motivation, fairness perceptions, and ultimately, organisational
outcomes. As illustrated in Figure 1, appraisal methods generate

both benefits—such as enhanced clarity, motivation, and
developmental  feedback—and  challenges, including  Dbias,

inconsistency, and political influence. The effectiveness of each
method is therefore shaped by organisational culture and context.

Rating Scales. Traditional graphic rating scales (GRS) and
behaviourally anchored rating scales (BARS) are among the most
widely used approaches. These methods assign numerical values
or descriptive anchors to employee traits and behaviours, thereby
providing standardised comparisons (Zayum, Aule, & Hangeior,
2017). Their strengths lie in ease of administration and the ability
to generate quantifiable data. However, they are vulnerable to
biases such as leniency, severity, and the halo effect, which can
undermine perceptions of fairness (Dauda, 2018).

Check-list Method. This approach requires evaluators to indicate
whether specific employee attributes or behaviours are present,
typically scored centrally by human resource specialists. While it
offers simplicity and reduces subjectivity, the method is limited by
its dichotomous nature, often failing to capture the quality or
complexity of performance (Mwema & Gachunga, 2014).

Forced Choice Method. To counteract rater bias, the forced choice
method obliges evaluators to choose between equally desirable or
undesirable statements about an employee. This approach can
reduce subjectivity but often frustrates managers, as it restricts
their discretion and may obscure nuanced assessments (Dyaji,
Ibietan, & Abasilim, 2020).

Management by Objectives (MBO). Rooted in goal-setting theory,
MBO involves collaborative target setting between supervisors
and employees, with subsequent appraisal based on the
achievement of agreed goals. Empirical studies demonstrate that
MBO enhances motivation and organisational commitment by
linking individual performance directly to organisational objectives
(Pradhan, 2020; Rahahleh, Alabaddi, & Moflih, 2019). However,
its success depends heavily on managerial capacity and the
organisational culture of trust and accountability (Kibichii,
Kiptum, & Chege, 20106).

Assessment Centres. These involve simulations, role plays, and
exercises designed to evaluate competencies, particularly for
promotion and leadership development. Assessment centres
provide a comprehensive view of employee potential beyond
current performance. Yet, they are resource-intensive and may not
be feasible in resource-constrained environments (Ogolla &
Oluoch, 2019).

360-Degree Feedback. This method incorporates evaluations
from multiple soutces, including supervisors, peers, subordinates,
and even clients. By capturing diverse perspectives, 360-degree
feedback reduces single-rater bias and offers holistic insights into
employee behaviours (Prah & Kankam, 2018). Nonetheless, the
method may be undermined by interpersonal conflicts, lack of
trust, or organisational politics, which distort feedback and erode
credibility (Dauda, 2018).

Taken together, the choice of performance appraisal method is
consequential, not only for accuracy of evaluation but also for its
impact on employee outcomes. As Figure 1 suggests, appraisal
methods serve as the entry point through which benefits such as
enhanced motivation and skill development are realised. At the
same time, when poorly implemented, they can generate
challenges that constrain performance. The moderating role of
organisational culture is therefore critical: appraisal methods are
most effective when embedded in transparent, fair, and supportive
environments.

Benefits of Petformance Appraisal

When implemented fairly and consistently, performance
appraisal generates a wide range of benefits for both employees
and organisations. At its core, performance appraisal serves as a
structured mechanism for providing feedback. Constructive feedback
not only clarifies job expectations but also creates a platform for
dialogue between managers and employees, thereby strengthening
communication and mutual understanding (Mwema & Gachunga,
2014). This feedback function directly aligns with goal-setting theory,
which emphasises that clear, specific, and challenging objectives,
combined with regular review, enhance employee performance
(Pradhan, 2020).

A second key benefit of performance appraisal is its ability to
identify training and development needs. By pinpointing gaps between
actual and expected performance, appraisal provides an evidence
base for targeted training interventions, ensuring that human
capital is continuously developed to meet evolving organisational
requirements (Rahahleh, Alabaddi, & Moflih, 2019). This
developmental orientation is crucial in dynamic environments,
where employee upskilling is central to organisational
competitiveness.

Performance appraisal also plays a critical role in promotion and
reward decisions, providing a more objective foundation for
recognising high-performing employees and ensuring equity in
career advancement (Daniel & Ibrahim, 2019). The link between
performance and reward reflects expectancy theory, which posits that
employees are more motivated to perform when they believe
effort will lead to valued outcomes. By reinforcing the connection
between contributions and recognition, performance appraisal
fosters a performance-driven culture.

Furthermore, performance appraisal can significantly enhance
employee  motivation and engagement. When employees perceive
appraisal processes as fair and transparent, they are more likely to
view organisational goals as aligned with their personal aspirations,
thereby increasing commitment and morale (Ogolla & Oluoch,
2019). This alighment between individual and organisational
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objectives strengthens organisational cohesion and facilitates the
achievement of strategic priorities (Kibichii, Kiptum, & Chege,
2016).

As illustrated in Figure 1, these benefits are central to shaping
positive employee outcomes. By enabling feedback, clarifying
expectations, and supporting development, performance appraisal
enhances productivity, fosters trust, and drives organisational
success. However, as the framework also suggests, these benefits
are not automatic; they are contingent on the broader
organisational culture and context. In supportive environments,
the benefits of performance appraisal are magnified, while in
contexts marked by bias or weak managerial capacity, their
potential is diminished.

Challenges in Appraising Employee Performance

While performance appraisal offers significant potential
benefits, its implementation is often undermined by persistent
challenges that constrain its effectiveness and, in some cases, erode
employee trust. These challenges highlight that appraisal outcomes
are not determined solely by technical methods but are deeply
influenced by organisational culture, managerial competence, and
contextual dynamics.

One of the most widely cited limitations is the prevalence of
bias and subjectivity. Supervisors may unconsciously fall prey to
cognitive distortions such as the hal effect (where one positive trait
influences the overall assessment), the Ao effect (where one
negative trait dominates), or the recency effect (where recent
behaviour outweighs overall performance). Favouritism and
interpersonal preferences can also skew evaluations, leading
employees to perceive appraisals as unfair or politically motivated
(Dauda, 2018). Such perceptions undermine the motivational link
between performance and rewards, as illustrated in Figure 1,
shifting  outcomes and
productivity.

A second challenge relates to managerial capacity gaps. Effective
performance appraisal requires supervisors who are skilled in
observation, documentation, and feedback delivery. However, in
many organisational settings, managers lack adequate training,
leading to vague assessments, avoidance of difficult conversations,

towards disengagement reduced

and a failure to use appraisal data for developmental purposes
(Dyaji, Ibietan, & Abasilim, 2020). This diminishes the credibility
of the appraisal process and reduces its utility in guiding employee
development.

Performance appraisal is also vulnerable to cultural and political
interference. In some organisational contexts, evaluations are shaped
by hierarchical traditions, patronage, or internal politics rather than
objective criteria (Ogolla & Oluoch, 2019). Such practices corrode
perceptions of fairness and transparency, reinforcing employee
cynicism. The muoderating role of organisational culture, as depicted in
Figure 1, therefore becomes critical in determining whether
appraisals enhance or undermine employee outcomes.

Finally, documentation and timeliness issues frequently compromise
appraisal effectiveness. Delays in conducting appraisals or
incomplete record-keeping create scepticism about the seriousness
of the process (Mwema & Gachunga, 2014). When employees
receive untimely or generic feedback, opportunities for
improvement are lost, weakening the potential benefits of
appraisal.

Collectively, these challenges show that performance appraisal
is not simply a matter of deploying technical tools. Instead, its
success depends on the interplay between method, managerial
competence, and organisational culture. Without addressing bias,

managerial capacity, and contextual influences, performance
appraisal may produce more harm than benefit, constraining
rather than enabling positive employee outcomes.

Review of Empirical Studies

Empirical research on performance appraisal across diverse
sectors and national contexts generally affirms its potential to
enhance employee performance, though findings reveal important
nuances and limitations. Table 1 summarises key studies,
highlighting contextual settings, methodological approaches, and
principal findings. A large body of evidence points to positive
correlations between performance appraisal and employee or organisational
ontcomes. For example, Rahahleh, Alabaddi, and Moflih (2019)
found that appraisal systems in Jordanian banks were positively
associated with employee performance, particularly where
feedback mechanisms were strong. Similarly, Pradhan (2020)
reported that effective appraisal processes in Nepalese hospitals
enhanced organisational performance through employee
commitment, quality of work life, and work flexibility. In the
Kenyan civil setvice, Yahya (2020b) demonstrated that structured
appraisals improved employees’ self-knowledge and clarified
employer expectations, contributing to improved productivity.

In other cases, however, outcomes are mixed or constrained
by contextual challenges. Studies in Nigeria highlight persistent
implementation difficulties. Daniel and Ibrahim (2019) found that
appraisal feedback enhanced productivity in the North South
Power Company, yet Dyaji, Ibietan, and Abasilim (2020) revealed
that political interference, nepotism, and malpractice in a Nigerian
military service unit undermined the credibility of appraisals.
Similarly, in Ghana, Prah and Kankam (2018) observed that
although staff in a public hospital were aware of appraisal
processes, limited training and orientation restricted their
effectiveness. These findings underscore the moderating role of
organisational culture and governance in shaping appraisal
outcomes, as depicted in Figure 1.

Sectoral and institutional differences also matter. In Ethiopia,
Siyum (2020) showed that both public and private hospitals
benefitted from appraisal systems, with evidence of improved
employee productivity. Girma, Lodesso, and Sorsa (2016) reported
similar gains in higher education, where appraisal supported
identification of staff strengths and weaknesses. In Kenya, studies
across diverse sectors—including commercial banking (Kibichii,
Kiptum, & Chege, 2016; Wanjala & Kimutai, 2015), utilities
(Kihama & Wainaina, 2019), and government departments (Ogolla
& Oluoch, 2019)—consistently highlighted the role of appraisal in
boosting employee motivation, aligning goals, and informing
training and counselling needs. Yet these studies also note that
effectiveness depends on fairness, managerial capacity, and clatity
of expectations.

International and comparative perspectives reinforce these
findings. Mwema and Gachunga (2014), studying selected WHO
offices in East Africa, found that appraisals were instrumental in
clarifying standards and supporting staff development planning.
Badreddine and Aoun (2019), focusing on Lebanon’s Hiram
Hospital, similarly concluded that while appraisal practices
clarified expectations, a weak culture of self-criticism limited their
developmental impact.

Taken together, these studies suggest that while performance
appraisal generally enhances productivity, motivation, and
organisational alignment, its impact is contingent on contextual
factors such as organisational culture, training, and managerial
competence. As summarised in Table 1, empirical findings
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reinforce the conceptual framework (Figure 1), showing that

appraisal methods can enable benefits, but challenges such as bias,

inadequate training, and political interference may undermine
employee outcomes.

Table 1. Summary of Empirical Studies on Performance Appraisal and Employee/Organisational Outcomes

Author(s)/Year Country / Context  Sector / Setting ?/Izstilg(::i/ Principal Finding(s)
Ghana, Tra.urna & Sutvey, PA conducted annually; staff aware of the
Prah & Kankam Orthopaedic . . 7 . .
T . Public hospital descriptive system but understanding constrained by
(2018) Specialist Hospital analysis limited orientation/trainin.
(Effutu) y &
Rahahleh, Alabaddi  Jordan, banks in the Bankin Suf:ely;ti a Pﬁ slh(?wed r;lfalzlg Eosmviihe fferc;s (r)ln d
& Moflih (2019) South anking correlatio employee performance, with some negative
analysis associations noted.
' . Nigeria, North Survey; Significant pos1t1ve.relat10nsh1p between
Daniel & Ibrahim o - performance appraisal management and
South Power Energy/Utilities quantitative . .
(2019) . employee productivity; feedback positively
Company analysis

influences productivity.

Dyaji, Ibietan &
Abasilim (2020)

Nigeria, military
service unit

Public sector
(military unit)

PA is a fundamental tool for productivity;
however, political interference, nepotism,
and malpractice undermine benefits.

Case study /

survey

Pradhan (2020)

Nepal, service
organisations

(hospitals)

Health services

Positive correlation between performance
Cross-sectional appraisal and organisational performance
survey; regression  via employee commitment, quality of work

life, and work flexibility.

Mixed methods Effective performance appraisal enhances

Yahya (2020b) Kenya, civil service Publ‘lc. . (descriptive civil servants performance, self-knowledge,
administration survey + case and clarity about employer-valued
study) behaviours.
Surver: PA faitly practised; employees clear on
Badreddine & Lebanon, Hiram . i expectations, but limited self-criticism
. Hospital descriptive D .
Aoun (2019) Hospital o culture—training for self-appraisal
statistics
recommended.
Ethiopia, Tigray Survey; PA positively influences employee
Siyum (2020) (public & private Hospitals quantitative productivity across public and private
hospitals) analysis hospitals.
Ogolla & Oluoch Kenya, State Government Survey;. Strong positive Forrelatlon between.
Department of correlation employee appraisal/feedback practices and
(2019) department . L
Labour analysis employee productivity.

. Kenya, Water & PA feedback associated with higher
Kihama & Sewerage Utilities Survey; employee productivity in water and
Wainaina (2019) companies, Kiambu quantitative ployee productivity 1n w

C . sewerage companies.
ounty
Mwema & East Africa, selected  International Case study; PA ! nfluences employee productivity;
- clarifies standards and supports
Gachunga (2014) WHO offices organisation survey .
development planning.
. Ethiopia, Hawassa PA associated with improved performance
Girma, Lodesso & ; . . . . . .
University (admin Higher education ~ Survey among administrative staff; supports
Sorsa (20106) . 2
staff) identification of strengths/weaknesses.
Kibichii, Kiptum & Kenya, commercial . Performan;e manage.rnent/ appraisal
banks (Turkana Banking Survey processes linked to higher employee
Chege (2010) -
County) productivity.
. . . Kenya, commercial Appraisals can increase motivation via
gg?;la & Kimutai banks (Trans Nzoia  Banking Survey feedback and inform training/counselling
County) needs.
Zayum, Aule & Nigeria, Plateau Tax PA.clarlﬁes expectations apd measurement
. State Internal - . Survey indicators; supports organisational growth
Hangeior (2017) . administration .
Revenue Service and goal attainment.
Discussion highly context-dependent, shaped by the interplay between
) ) o ) appraisal methods, perceived benefits, and systemic challenges. As
The synthesis of literature and  empirical evidence jjjystrated in Figure 1, appraisal methods are intended to generate

demonstrates that the effectiveness of performance appraisal is

benefits such as feedback, development, and alignment of goals,
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yet these benefits are often moderated by organisational culture
and undermined by bias, managerial capacity gaps, and political
interference.

A comparative reading of studies in Table 1 underscores this
dynamic. In contexts such as Nepal and Jordan, where
organisational systems are relatively structured, performance
appraisal was strongly correlated with employee commitment,
productivity, and organisational outcomes (Pradhan, 2020;
Rahahleh, Alabaddi, & Moflih, 2019). These findings suggest that
even where appraisal designs are imperfect, supportive
institutional maturity—such as clarity of roles, feedback
mechanisms, and consistent implementation—can sustain positive
outcomes. Similarly, in Kenya’s civil service and commercial
banking sector, Yahya (2020b), Kibichii, Kiptum, and Chege
(2016), and Wanjala and Kimutai (2015) all reported that appraisal
improved employee motivation, self-knowledge, and alignment
with organisational goals.

By contrast, findings from developing-country contexts with
weak governance structures point to systemic challenges that limit
appraisal credibility. In Ghana, Prah and Kankam (2018) observed
that employees had awareness of appraisal systems but limited
training constrained their usefulness. Nigerian studies reveal
deeper structural barriers: Daniel and Ibrahim (2019) identified
productivity gains from feedback, but Dyaji, Ibietan, and Abasilim
(2020) highlighted the corrosive influence of political interference,
nepotism, and malpractice in military settings, which undermined
employee trust and eroded the benefits of appraisal. Similarly,
Siyum (2020) found that while hospitals in Ethiopia benefitted
from appraisal in principle, challenges of fairness and resource
constraints moderated its effectiveness. These findings reinforce
that bias, favouritism, and managerial incapacity are not simply
technical issues but are embedded in organisational culture and
governance systems.

The evidence also highlights that different methods of
performance appraisal align differently with organisational needs
and cultural contexts. For instance, Management by Objectives
(MBO) thrives in goal-driven and participatory environments
where performance can be objectively measured (Pradhan, 2020),
whereas 360-degree feedback may offer developmental benefits in
team-oriented settings but often falters in hierarchical or
politicised cultures where trust is limited (Dauda, 2018). Rating
scales and checklists provide structure and comparability but
remain vulnerable to rater bias, while assessment centres, though
comprehensive, are resource-intensive and less feasible in
resource-constrained environments (Ogolla & Oluoch, 2019).

Overall, the comparative evidence supports a dynamic,
appraisal.
Transparent, participatory systems enhance employee motivation
and productivity, while biased or politically influenced systems
undermine performance and credibility. As such, performance
appraisal cannot be treated as a neutral technical exercise; it is
shaped by the cultural and institutional environment in which it is
embedded. Future research should examine mediating factors such
as employees’ perceptions of fairness, supetrvisor credibility, and
cultural attitudes towards authority, as these influence whether
appraisal is experienced as supportive or punitive.

context-sensitive understanding of performance

Conclusion

The reviewed literature and empirical evidence converge on the
conclusion that performance appraisal, when properly designed
and implemented, can be a powerful driver of employee and
organisational performance. As both the conceptual framework

(Figure 1) and the comparative evidence in Table 1 indicate,
appraisal methods hold significant potential to clarify expectations,
provide constructive feedback, identify training needs, and align
individual performance with organisational goals. In this way,
performance appraisal functions not merely as a managerial tool
but as a strategic mechanism for enhancing motivation,
development, and organisational effectiveness.

Yet the findings equally underscore that the value of
performance appraisal is contingent upon the conditions under
which it is conducted. Systems marred by bias, favouritism,
political interference, or managerial incapacity consistently
undermine trust in the process and erode its developmental
potential. Rather than inspiring motivation, such practices foster
cynicism, disengagement, and reduced productivity. This duality
illustrates that performance appraisal is not an inherently positive
or negative practice; its effectiveness is shaped by organisational
culture, governance structures, and the integrity of those
responsible for its implementation.

Ultimately, the challenge for organisations lies in transcending
a narrow, bureaucratic view of performance appraisal as a
compliance activity. Instead, appraisal should be approached as a
strategic, participatory, and developmental process, grounded in
fairness, transparency, and a commitment to employee growth.
Where these principles are upheld, performance appraisal has the
capacity to strengthen organisational resilience, foster employee
engagement, and support long-term success.

Recommendations

The evidence reviewed in this study highlights both the
potential and the limitations of performance appraisal as a driver
of employee performance. To strengthen practice and advance
scholarship in this domain, the following recommendations are

proposed.

For Organisational Practice

1. Adopt context-appropriate methods: Organisations should
align appraisal techniques with their strategic goals and cultural
realities. Methods such as Management by Objectives may be
suited to results-driven environments, while 360-degree
feedback can be more effective in participatory and team-
based cultures.

2. Invest in managerial training: Supervisors require systematic
training in appraisal techniques, feedback delivery, and bias
reduction strategies. Building this competence is critical to
minimising subjectivity and enhancing the credibility of
appraisal processes.

3. Institutionalise continuous feedback: Rather than relying solely
on annual reviews, organisations should embed continuous
and developmental feedback mechanisms. Regular appraisal
conversations enable timely identification of challenges and
support ongoing employee development.

4. Enhance transparency and fairness: Clear appraisal criteria,
robust documentation, and employee involvement in setting
expectations are essential for building trust. Transparent
processes mitigate perceptions of favouritism and political
interference, thereby reinforcing motivation.

5. Link appraisal to career development: Performance appraisal
should be tied explicitly to opportunities for promotion,
training, and career progression. Establishing this connection
strengthens the motivational impact of appraisal and ensures
its developmental value.

Management Network Jonrnal, Vol. 12, No. 21, 2024

21



For Future Research

1. Expand empirical coverage: Further studies are needed in
under-researched regions, particularly in Sub-Saharan Africa,
where organisational cultures and governance dynamics may
shape appraisal outcomes differently from those in more
studied contexts.

2. Investigate mediating mechanisms: Future research should
examine how fairness perceptions, trust in supervisors, and
broader cultural factors mediate the relationship between
appraisal practices and employee outcomes.

3. Adopt longitudinal approaches: Longitudinal research designs
are necessary to assess the sustained impact of performance
appraisal on motivation, productivity, and organisational
performance, moving beyond short-term correlations.

4. Explore digital and Al-enabled appraisal systems: The
integration of digital platforms and artificial intelligence into
appraisal processes offers potential for reducing bias and
enhancing objectivity. Empirical investigations into their
efficacy and ethical implications are required.

5. Undertake comparative cross-sectoral and cross-national
studies: Comparative studies will help distinguish universal
principles of effective appraisal from practices that are context-
specific, thereby informing both theory development and
practical adaptation.
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