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ABSTRACT 

Effective performance appraisal is useful for employee’s commitment to their job and goes a long 

way to affect their general productivity that is an important aspect for the realisation of the general 

goal of the organisation. The main objective of this study is to investigate the effectiveness of 

performance appraisal processes on employee job commitment. The study is a descriptive survey. 

General and specific research questions including hypotheses were constructed in line with the 

objectives of the study to guide the research process. Three theories like the Goal setting theory, 

Expectancy theory and Equity Theory guided the research. This study was carried out both in the 

South West and Littoral regions of Cameroon in four companies in the Limbe and Douala 

Municipalities specifically. Purposive sampling technique was used to select the two large 

companies and the four key informants and the random sampling technique was used to select the 

small companies and the 100 employees. Questionnaires, in-depth interview, were used to collect 

data for the study. The questionnaires were administered to 100 employee and interviews were 

administered to four key informants who were Human Resource Directors or officers. Data was 

analysed using Windows Statistical Package for Social Sciences (SPSS).The results showed that 

the larger companies effectively practise performance appraisal more than the smaller companies 

and their workers are more satisfied and committed to their jobs. Recommendations have been 

made to employers and other stakeholders of companies to enforce effective performance appraisal 

processes which include the use of technology, early feedback of appraisal to workers and 

monetary and non-monetary motivation so that their workers will be motivated to do their jobs. 

Suggestions have been made for further studies in government institutions. 

 

Keywords: Performance appraisal, Job commitment  
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CHAPTER ONE 

 

INTRODUCTION 

 

1.1 Background to the study 

Performance evaluations have been conducted since the times of Aristotle (Landy, Zedeck, 

Cleveland 1983). The earliest formal employee performance evaluation program is thought 

to have originated in the United States military establishment shortly after the birth of the 

republic (Lopez, 1968). The measurement of an employee’s performance allows for rationale 

administrative decisions at the individual employee level. It provides for the raw data for 

the valuation of the effectiveness of such personnel system components and processes as 

recruiting policies, training programs, selection rules, promotional strategies and reward 

allocations (Landy, Zedeck, Cleveland, 1983). 

Performance appraisal which is a very important aspect of the Human Resource Management 

has several definitions. It is a continuous process to secure information necessary for making 

correct and objective decisions on employees (Dale Yoder). According to Professor of 

Management, Sir Wayne Cascio “Performance appraisal is the systematic description of 

an employee’s job relevant strengths and weaknesses. It can also be defined as the process by 

which a manager or consultant examines and evaluates an employee’s work behaviour by 

comparing it with present comparison and uses the results to provide feedback to the employee 

to show where improvements are needed and why. Also referred to as performance review 

or performance evaluation is a method by which the job performance of an employee is 

documented and evaluated. It is a part of career development and consist of regular reviews of 

employee performance with organisations. Performance appraisals are employed to determine 

who needs what training, and who will be promoted, retained or fired. Historically 

performance appraisals are been conducted annually (long-cycle appraisals); however, many 

companies are moving towards short cycles (every six months or quarter), and some have 

been moving into short- cycle (weekly or weekly). 

Performance management systems are employed to manage organisation’s resources in order 
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to achieve highest possible performance. How performance is managed in an organisation 

determines to a large extent the success or failure of the organisation. Therefore improving 

performance appraisal for everyone should be among the highest priorities of contemporary 

organisations. Some applications of performance appraisal are compensation, performance 

improvement, promotions, termination and test validation. 

While there are many potential benefits of performance appraisal, there are also some potential 

drawbacks. For example it can facilitate management-employee communication but on the other 

hand it is disadvantageous because it may result in legal issues if not executed properly, as many 

employees tend to be unsatisfied with the performance appraisal process. However the process 

is generally necessary for employee commitment as it determines the loyalty and 

psychological attachment of an employee to his or her job. While there are many potential 

benefits of performance appraisal, there are also some potential drawbacks. For example it can 

facilitate management-employee communication but on the other hand it is disadvantageous 

because it may result in legal issues if not executed properly, as many employees tend to be 

unsatisfied with the performance appraisal process. However the process is generally necessary 

for employee commitment as it determines the loyalty and psychological attachment of an 

employee to his or her job. There appears to be no one single best method of Performance 

Appraisal, although there are certain common elements throughout all effective methods. 

‘Effective performance appraisals are commonly associated with clear goals that are attached to 

specific performance criteria and are well-accepted by both appraiser and appraisee’ 

 

1.2 Statement of the problem 

Performance appraisal system constitutes the bed rock of human resource management, 

and a sound performance appraisal system can promote employees’ dedication on the job. 

A number of performance appraisal processes are carried out in some organisations but 

there is a worry as to the extent to which it is done and what impact it has on the employee. 

Some workers may not fully understand what performance appraisal is; how it is done and 

the general usefulness in their jobs and career development. There is therefore a concern if 

this process is effective and has impact on the commitment of the workers to their job. 

An effective performance appraisal process entails putting into place the three performance 

evaluation methods, namely; absolute standards, relative standards, and measuring by 
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objectives (Decenzo and Robbins 1998). Also there is a recent evaluation method which has 

been introduced called the 360 degree evaluation, it has been used for human resource 

development, appraisal and pay decisions (Armstrong, 1998; Stone, 2002). Moreover, to name 

a few effective methods of the performance process it could be done consistently (at least once 

every), feedback should be given after the process has been done and also it should be done 

based on the objectives of the company as it is done in Office National de Cacao et Café 

(N.C.C.B).This kind of effectiveness can positively motivate workers commitment to their job. 

With the light of the above what is considered a good system of performance appraisal does not 

seem to exist in some organisations in these two municipalities or what is there seem to be 

inadequate. This is seen in how sometimes are in an impromptus manner asked questions or 

given forms to fill about their job activities and progress by their immediate boss, personnel 

officer or general manager which sometimes they do not quickly receive feedback. It is due to 

these problems that the researcher seeks to examine the performance appraisal processes in the 

selected large and small companies, how they impact on the workers and also to understand what 

could be put in place to improve on the effectiveness of the appraisal process that affects 

employee’s job commitment.  

 

1.3 Objectives of study 

The main objective of this study is to determine the effectiveness of performance appraisal 

processes on employees in the selected companies. 

 

1.3.1 Specific objectives 

 To examine trends of performance appraisal processes in selected organizations in Limbe 

and Douala municipalities in  Cameroon 

 To examine the impact of performance appraisal processes based on employee perception 

of how the performance appraisal processes affect their job commitment  

 To find out possible measures that can be used to improve performance appraisal 

processes of workers in selected organizations in Limbe and Douala municipalities in 

Cameroon 
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1.4 The dependent variable. 

 

Performance appraisal processes is the independent variable. 

 

1.5 Research questions  

General Research question 

Are performance appraisal processes effective? 

 

Specific Research Questions 

 

 What is the trend of performance appraisal processes in the selected 

organizations? 

 What is the impact of the performance appraisal processes on employees. 

 What possible measures can be used to improve on performance appraisal 

processes in the selected organizations? 

 

1.6 Hypothesis of the study 

 

1.6.1 General hypothesis. 

 

 Alternative Hypothesis ( H1) 

Performance  appraisal  processes  in  the  selected organizations are effective 

 Null Hypothesis (Ho) 

Performance appraisal  processes  in  selected organizations are not effective. 



5  

1.6.2 Specific hypothesis 

 

 Alternative Hypothesis ( H1) 

 There is a trend of performance appraisal processes in the selected organizations. 

 Null Hypothesis (Ho) 

 

There are no performance appraisal processes in the selected organizations. 

 Alternative Hypothesis ( H1) 

Performance appraisal processes has an impact on employee work commitment. 

 Null Hypothesis (Ho) 

Performance appraisal processes has no impact on employee work commitment. 

 Alternative Hypothesis ( H1) 

There are possible measures that organizations can take to improve on performance 

appraisal processes in their organizations. 

 Null Hypothesis (Ho) 

There  are  no  possible  measures  that  organisations  can  take  to  improve  on  

performance appraisal processes in organisations. 

 

1.7 Significance of the study 

 

The role of performance appraisal processes is essential in the work environment. By 

conducting this study and getting information from the selected companies in the South west 

and Littoral regions, it can be seen that both the employers and employees benefit from 

performance appraisal, as well as the government 

 This study will bring to light some of the strengths and weaknesses of organizational 

appraisal systems to employees and their employers and help them know which areas 

to improve on. 

 This  study will go a long way to increase job satisfaction and commitment as employees 
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will be made aware of their fortes and the areas they need to work on and the employers 

 

 It facilitates the process of job design. Through the rating of performances employers 

tend to know the various skills and abilities of their workers and this helps them to better 

design jobs 

 This study will contribute to the knowledge of best practices by some other organizations 

in the use of performance appraisal in organizational management. 

 It is beneficial to the government because it encourages the law makers like the Labour 

office and its workers to take into consideration the fact that performance appraisal 

processes are essential for organizational growth. 

 

1.8 Organization of work. 

 

The work will be divided into five chapters which will contain the following information. 

 

Chapter one covers the general introduction of the work which includes the background to 

the study, statement of the problem, objectives of the study, research questions, research 

hypotheses, significance of the study and the organisation of work. 

Chapter two consists of literature review which deals with what other writers have written on 

the topic of interest. It also involves the theoretical framework which is based on the theory 

used to support the work and also the conceptual framework. 

Chapter three deals with the methodology adopted for the study. Issues to be covered include 

research design, population and sample size, sample techniques, instrumentation, mode of data 

collection and method of data analysis 

Chapter Four which is the main Chapter of the study presents findings and discussions based 

on the analysis made. 

Chapter Five summarises the findings, a general conclusion of the research, recommendations 

and indications for further research. 
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1.9 Operational definitions of terms. 

 

1.9.1 Absolute standard of performance appraisal 

This means that performance of employees is compared to a standard, and their evaluation 

is independent of any other employee. . (Dessler, 2000). 

 

1.9.2 Employee 

According to the Business Dictionary an employee is an individual who works part time or 

full time under a contract of employment, whether oral or written, express or implied, 

and has recognised rights and duties. Also referred to as a worker. 

According to this study an employee is someone who works for someone or a company 

in exchange for wages or salary. 

 

1.9.3 Employer 

As per the Business Dictionary an employer is a legal entity that controls and directs a servant 

or worker under an express or implied contract of employment and pays (or is obliged to pay) 

him or her salary or wages in compensation. 

An employer according to this study is someone or a business who employs someone to work 

for him or her in exchange for salary or wages. 

  

1.9.4 Feedback 

According to Merriam Webster feedback is helpful information or criticism that is given 

to someone to say what can be done to improve a performance, product, etc. 

Feedback in this study is information about someone‟s performance of a task at work which 

is used as basis for improvement. 

1.9.5 Output 

Merriam Webster defines output as the amount of something that is produced by a person 

or thing. 

Output here is the amount of work produced by a worker in a company. 

1.9.6 Performance 
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According to the Business Dictionary it is the accomplishment of a given task measured against 

pre-set known standards of accuracy, completeness, cost and speed. In a contract, performance 

is deemed to be the fulfilment of an obligation, in a manner that releases the performer from 

all liabilities under the contract. 

Performance here is how well a worker carries out his activities and performs his tasks at work. 

 

1.9.7 Performance appraisal 

Performance appraisal is the systematic evaluation of the individual with respect to his or 

her performance on the job and his or her potential for development. (Dale S. Beach) 

According to the Business Dictionary it is the process by which a manager or consultant 

examines and evaluates an employee‟s work behaviour by comparing it with present standards; 

documents the results of the comparison and uses the results to provide feedback to the employee 

to show where improvements are needed and why. Performance appraisals are conducted 

to determine who needs what training who will be promoted, demoted, retained or fired. 

In this study it is the evaluating and rating of workers‟ performances after which feedback 

is given based on the results of the evaluation. 

 

1.9.8 Relative standard of performance appraisal 

With this method of performance appraisal, the performance of individuals is compared against 

that of other individuals. 

 

1.9.9 Measurement by objectives (MBO) 

This is the evaluation of employees based on how well they accomplished a specific set 

of objectives that have been determined to be critical in the successful completion of their job. 

 

1.9.10 360 degree feedback appraisal process 

Feedback from multiple sources or „360 degree feedback‟ is a performance appraisal approach 

that relies on the input of an employee‟s superiors, colleagues, subordinates, sometimes 

customers, suppliers and/or spouses” (Yukl and Lepsinger, 1995). 

It is a popular performance appraisal method that involves evaluating input from multiple levels 
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within the firm as well as external sources. 

 

1.9.11 Small sized enterprises 

Small size enterprises are those which employee less than fifty people and the annual turnover 

or total annual balance sheet does not exceed ten million francs. 

 

1.9.12 Large enterprises 

Large enterprises are those whose employees are greater than or equal to 250 regardless 

of revenue or if the number of employees is unknown, then the revenue of greater than or 

equal to 22.8 million francs will be taken as indictor that it is a large business. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

CHAPTER TWO 

 

LITERATURE REVIEW AND THEORETICAL FRAMEWORK 
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This chapter gives a review of related literature on performance appraisal. This review shall 

be guided by conceptual and theoretical frameworks related to performance appraisal. It 

shall be done under major headings which are the specific objectives of the topic. 

Performance appraisal is an unavoidable element of organizational life (Brown, 1988). There 

are many decisions in modern organisations that depend on performance appraisals, and 

they are widely used in most organisations (Davis, 2001). They are an important piece of the 

process by which organisations attempt to direct themselves (Kreitner, 1998) and they have 

been considered a key component in the success of organisations for most of the 20
th 

Century 

(Grote, 2002). 

Performance appraisal is not just about rating employees, Meenakshi (2012) identified that 

organisations carry out Performance Appraisal as a basis for administrative decisions such 

as promotion, allocation of financial rewards, employee development and identification of 

training needs. „Appraisal is preceded by establishing general objectives or a description 

for the job, identifying specific job expectations, providing feedback and, when necessary, 

coaching‟ (Hillman, Schwandt & Bartz, 1990, p.20) 

Fletcher (2004) believes that the general aims of Performance Appraisal also include Motivating 

staff, succession planning and identifying potential, promoting manager subordinate dialogue 

and formal assessment of unsatisfactory performance. However, Khan (2007) states that 

the fundamental objective of performance appraisal is to facilitate management in carrying 

out administrative decisions relating to promotions, firings, layoffs and pay increases. From 

carrying out the performance appraisal, management then have to make choices in relation 

to retention, future assignments and training and developmental needs (Hillman et al, 1990). 

Performance appraisal allows organisations to inform their employees about their rates of 

growth, their competencies and their potentials. It enables employees to be intentional in creating 

their individual developmental goals to help in their personal growth. There is little disagreement 

that if performance appraisal is done well, it serves a very useful role in reconciling the needs 

of the individual and the needs of the organisation (Cleveland, Landy and Zedeck, 1983). If 

used well, performance appraisal is an influential tool that organisations have to organise and 
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coordinate the power of every employee of the organisation towards the achievement of 

its strategic goals (Grote, 2002). It can focus each employee‟s mind on the organization’s 

mission, vision and core values and increase employee commitment. 

 

2.1 Trends of performance appraisal process 

Performance evaluation methods are the systems and processes through which appraisal is 

carried out in an organization. The methods include determining the types of data collected and 

evaluated in the appraisal, the forms and frequencies of communication that take place between 

supervisors and their employees, and the various types of evaluation tools used to measure 

performance. It is important to understand the evaluation methods used because they can 

influence the usefulness of the appraisal system in an organization and the perceived or actual 

benefits gained from its use. Performance evaluation methods have been described by multiple 

authors in various ways. Decenzo and Robbins (1998) point out that there are three existent 

approaches for measuring performance appraisal. These are absolute standards, relative standards 

and objectives. 

 

2.1.1 Absolute standards 

One category of appraisal methods is the use absolute standards. This is one of the appraisal 

methods  used  in  evaluating  workers  in  large  organizations  in  Cameroon  like  (C.D.C)  

and 

N.C.C.B. This means that employees are compared to a standard, and their evaluation is 

independent of any other employee. (Dessler, 2000). Included in this category are the following 

methods: the essay appraisal, the critical incident appraisal, the checklist, the graphic rating 

scale, forced choice and behaviorally anchored rating scales. 
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2.1.1.1 The essay appraisal 

It is the simplest evaluating method in which the evaluator writes an explanation about 

employee‟s strength and weakness points, previous performance, positional and suggestion 

for his/her improvement at the end of evaluation term. This kind of evaluation usually includes 

some parts of other systems to cause their flexibility. This method often combines with other 

methods. In essay appraisal, we attempt to focus on behaviors (Mondy, 2008). 

 

2.1.1.2 The critical incident appraisal 

This method is more credible because it is more related  to job and based on  individual‟s 

performance than characteristic. The necessity of this system is to try to measure individuals‟ 

performance in terms of incidents and special episodes which take place in job performance. 

These incidents are known as critical incidents. In this method, the manager writes down 

the positive and negative performance of the individuals‟ behavior in the evaluation term 

(Mondy, 2008). 

 

2.1.1.3 The checklist 

In this method, the evaluator has a list of situations and statements and compares it with 

employees. The checklist is a presentation of employee‟s characteristics and performance. The 

results can be quantitative and give weight to characteristics. Answers of checklist are often 

“Yes” or “No” (Decenzo and 

Robbins, 2002). 

 

2.1.1.4 The graphic rating scale 

According to Mondy (2008), this is the most commonly used method of performance appraisal 

because they are less time-consuming to develop and administer and allow for quantitative 

analysis and comparison. It is a scale that lists some characteristics and range of performance 

of each individual. Therefore, employees are ranked by determining a score which shows 

their performance level. The utility of this technique can be enhanced by using it in conjunction 

with the essay appraisal technique. 
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2.1.1.5 Forced choice 

Mondy (2008) contends that this method evolved after a great deal of research conducted for 

the military services during World War II. It is a method in which the evaluator should rank 

individual work behavior between two or more states. Each state may be favorable or 

unfavorable. The activity of evaluator is to determine which state has an explanation of 

employee most. 

 

2.1.1.6 Behaviorally anchored rating scale (BARS) 

According to Wiese, (1998) this method replaces traditional numerical anchors tools with 

behavioral prototypes of real work behaviors. BARS enable the evaluator to rank employee 

based on observable behavioral dimension. The elements of this method are the results of 

a combination of major elements of critical incident and adjective rating scale appraisal 

methods. According to Decenzo and Robbins (2002), BARS has five stages. 

These are the generation critical incidents, developing performance dimensions, relocating 

incidents, rating of level of performance for each incident and development of the final 

instrument. 

 

2.1.2 Relative standards 

In this second general category of appraisal methods, individuals are compared against other 

individuals. This is a common method of performance appraisal practiced in Cameroon even 

in the judicial sector by the courts, they rate the performances of their workers based on 

that of other workers and this increases commitment of employees to their jobs because when 

they see their colleagues performing better than they are they are motivated to work harder 

. These methods are relative standards rather than absolute measuring devices. The most 

popular of the relative method are group order ranking, individual ranking and paired 

comparison. 
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2.1.2.1 Group order ranking 

In this method, employees are placed into a particular classification, such as “top one-fifth”. 

For example, if a rater has 20 employees, only 4 can be in the top fifth and 4 must be relegated 

to the bottom fifth (Decenzo and Robbins,2002). 

 

2.1.2.2 Individual ranking 

Dessler (2000) maintains that in this type of appraisal, individuals are ranked from highest 

to lowest. It is assumed that the difference between the first and second employee is equal 

to difference between 21st and 22nd employee. In this method, the manager compares each 

person with others than work standards. 

The above examples of evaluation methods provide a comprehensive overview of the types 

of methods most often used by various organizations. 

 

2.1.2.3 Measurement by objectives (MBO) 

The third approach to appraisal makes use of objectives. Employees are evaluated on how well 

they accomplished a specific set of objectives that have been determined to be critical in 

the successful completion of their job. When they are aware that they are being evaluated based 

on a set of objectives their commitment to their jobs increase as they tend to take their tasks 

more seriously because they have to meet up with these objectives. The Coca-Cola Company 

which is an American multinational beverage corporation sets goals at the beginning of the 

year and the employees are evaluated on how well they achieve those goals. This approach 

is frequently referred to as Management by Objectives (MBO). Management by objectives is 

a process that converts organizational objectives into individual objectives. According to 

Ingham (1995), MBO consists of four steps: goal setting, action planning, self-control and 

periodic reviews. 

 

2.1.2.4 360 degree feedback appraisal 

360 degree evaluations are the latest approach to evaluating performance. It is a popular 

performance appraisal method that involves evaluating input from multiple levels within the firm 

as well as external sources. Pepsi Co which is the world‟s second largest food and beverage 

business and the global snack leader has been using this method since the 1980‟s. There 
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are numerous authors who propose definitions of the 360 degree feedback process. “Feedback 

from multiple sources or „360 degree feedback‟ is a performance appraisal approach that relies 

on the input  of  an  employee‟s  superiors,  colleagues,  subordinates,  sometimes  customers,  

suppliers and/or  spouses”  (Yukl  and  Lepsinger,  1995).  In  a  special  edition  of  Human  

Resource Management on 360 degree feedback, Tornow (1993) observes that in 360 degree 

feedback programs,  feedback  about  a  target  individual  is  solicited  from  significant  others  

using  a standardized instrument. Jones and Bearley (1996) refer to 360 degree feedback as 

the practice of gathering and processing multi-rater assessments on individuals and feeding 

back the results to the recipients. Hoffman (1995) explains that 360 degree feedback is an 

approach that gathers behavioral observations from many layers within the organization and 

includes self-assessment. The 360-degree evaluation can help one person be rated from 

different sides, different people which can give the wider prospective of the employee‟s 

competencies (Shrestha, 2007). When workers are rated based on several aspects it gives them 

a better understanding of their strengths and weakness thereby increasing their commitment 

to their tasks as they know what areas to better improve on. It has been used for human 

resource development, appraisal and pay decisions (Armstrong, 1998; Stone, 2002). 

 

2.2 The impact of performance appraisal processes on employee job commitment based on 

employees perception. 

So far as employee appraisal and commitment to job is concern, they have great benefits. 

The performance process is beneficial in the following ways: it motivates workers; helps 

increase their strengths and weaknesses and also increases their productivity at work. On the 

other it faces challenges like inconsistency in performance process, process being influenced 

by bias and personal emotions, feedback not given and process not done based on 

organisational goals. 

Many HR departments are taking more of a strategic view and ensuring its procedures are 

in line with the goals of the business. Strategic HRM is more so how Human Resources can 

affect the organisations performance and how improving the HR strategies in the 

organisation will improve the company as a whole. It is concerned with the strategic choices 

associated with the workforce in companies and are inevitably connected to the 

performance. Strategic HRM is critical to the company‟s survival and success (Boxall & 
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Purcell, 2003). 

Increasingly, companies are relying on their human assets - the knowledge, competence and 

capabilities of the workforce - as a source of competitive advantage‟ The assessment of 

employees‟ performance is one of the most common practices in almost every organisation, and 

so performance appraisal is an essential procedure for the better commitment and performance 

of employees and the organisation itself (Karimi, Malik & Hussain, 2011). Many businesses 

regularly use performance appraisal scores to determine the distribution of pay, promotions, 

and other rewards; however, few organisations attempt to evaluate how employee performance 

appraisal impact employee commitment and general performance (Swiercz, Bryan, Eagle, 

Bizzotto & Renn, 2012). 

 

2.2.1 Positive impact of performance appraisal 

 

2.2.1.1 Beneficial to employees 

Where performance appraisal allows the employees to get monetary and non-monetary rewards 

from management, it gives the most significant benefit for employees. In such a situation, 

it gives management and employees the chance to schedule time for one to one discussion on 

the performance over the period of time. This discussion between employee and supervisor 

allows them to discuss the main issues that impeded the performance and work. In N.C.C.B 

workers are given bonus at the end of the year based on their performance appraisal rewards. 

Those who performed well during the year are usually promoted or giving bonus payment. 

 

2.2.1.2 Constant Feedback 

In the same vein, they will find measures of addressing the concerns raised. It can be observed 

from  all  over  the  world  that  organizations  that  provide  constant  feedback  on  performance 
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appraisal to their employees, create a strong bond between direct reports and supervisors only 

if the appraisal is conducted properly and fairly. This process is very common is small 

organizations like National Cocoa and Coffee Board in Douala where the manager constantly 

gives workers feedback after the appraisal process. They don‟t just do the process and leave 

it hanging without getting back to the workers to let them know where they performed well 

and where they didn‟t. This process also gives the opportunity to employees to review their 

performances and discuss the issues and difficulties they are facing in the work. It also it gives 

the path to gain the aims and objectives in the future time thereby making employees to 

be committed to their jobs. This interaction of direct reports and supervisors give the 

opportunity to help the future goals. Therefore, it enhances the productivity. So, this process 

gives the best time to employees to have chat with the supervisors without any hindrance 

and instruction (Orpen, 1997). 

 

2.2.1.3 Facilitate setting of future organizational plans 

The appraisal system allows the supervisors and employees to discuss the future targets, 

training, rotation need, orientation and development, if needed. This makes employees to 

be dedicated and committed to their jobs as they will be aware of what goals they are 

working towards. In Ace Global they make plans for the following year after the appraisal 

process has been done at the end of the year, after the appraisal process they are able to set 

new objectives and goals based on workers‟ performances. In this discussion, the supervisors 

and the direct reports discuss the various challenges about the present as well as the absent 

working skills, career development and what is to be done in the future (Dyck, 1997). Here, 

supervisor highlights the key skills of the direct report and makes or arranges for the future 

career inspirations. This discussion can be useful to measure the productivity of the 

organization, for the recruitment and orientation process. For example, the feedback can 

provide information about how employees are performing, their training need, futures 

aspirations and non-performing employees. Appraisal data can also provide information on how 

well the recruiting strategies are working, what developmental process is good enough and 

what the effectiveness of employees is. 
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2.2.1.4 Serve as performance data sheet 

Performance appraisal process could be a data sheet highlighting the overall performance of 

all employees; telling how well productivity has improved, remains same or fall. This goes 

further to increase productivity as they will know how much work they have done and how 

much more they need to put in. (Thompson and Dalta, 1970). 

 

2.2.2 Challenges with performance appraisal 

Both researchers and management have worked for many years to try to find better ways 

to improve performance in organisations, however managing and evaluating performance is 

still a major challenge for the majority of managers today (Armstrong, 1994). 

In order to make a performance appraisal system effective and successful, an organization comes 

across various challenges and problems. Raters‟ evaluations are often subjectively biased 

by their cognitive and motivational states (DeNisi and Williams, 1988; Longenecker et al., 

1987), and supervisors often apply different standards with different employees which results 

in inconsistent, unreliable and invalid evaluations (Folger et al., 1992). In order to create 

better systems, researchers have traditionally focused on validity and reliability (Bretz et al., 

1992) by designing newer “forms” of performance appraisals(e.g., behavioral-based systems 

that better define specific essential job functions of employees or 360-degree feedback 

mechanisms that allow for cross validation via multiple raters). 

 

2.2.2.1 Inconsistency in effectiveness of performance appraisal 

However, despite these recent advances in evaluation design, critics continue to argue that 

performance appraisal systems are not consistently effective (Atkins and Wood, 2002; DeNisi 

and Kluger, 2000). Thomas and Bretz (1994) argue that evaluations are often perceived 

by employees and supervisors with "fear and loathing." Two possible explanations for the fear 

and loathing are the absence of a "sense of ownership" and an absence of rewards for 

properly completing the process. Cardy (1998) describes the appraisal process as "a difficult 

and error- ridden task." However, Cardy also points out that it is an important task that 

affects both the individual and the organization. It could also affect the commitment of 

employees their jobs if it is  not  effectively  done  as  there  will  be  no  consistency.  As 

suggested  by  Drenth  (1984),
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evaluation is a sensitive matter, often eliciting negative psychological responses such as 

resistance, denial, aggression, or discouragement, particularly if the assessment is negative. In 

C.D.C a few of the workers complain of being discouraged by the performance process 

especially those who have poor results. Thus high perceptions of evaluative performance 

appraisal use may result in negative feelings about the appraisal. 

 

2.2.2.2 Inadequacy in performance appraisal systems 

Oberg (1972) mentions several pitfalls that are common to performance appraisal systems: 

(a) they demand too much from supervisors, (b) standards and ratings vary widely and 

sometimes unfairly, (c) personal values and bias can replace organizational standards, (d) 

employees may not know how they are rated due to lack of communication, (e) the validity of 

ratings is reduced by supervisory resistance to give the ratings - particularly negative ratings, 

(f) negative feedback can demotivate employees and make them not to be fully committed to 

their jobs, and (g) they interfere with the more constructive coaching relationship that should 

exist between superiors and their employees. Bretz, Milkovich, and Read (1992) found that 

organizations continue to do things that undermine the effectiveness of the appraisal process. 

Little time is spent on the appraisal process, raters are not trained and are not held accountable, 

and the employee‟s role in the process is overlooked along with potentially valuable sources 

of performance information from the employee, peers, and subordinates. 

In an article by Gray (2002) titled “Performance Appraisals Don‟t Work,” he gives five reasons 

why performance appraisal fails: 

1. Many appraisal programs are implemented without appropriate training for the managers 

giving the appraisals. In Andron Engineering most of the managers who carry out performance 

appraisal have not been trained to do so as they hardly even hold meetings where they can 

be given orientation on how to do it. 

2. Performance appraisal encourages mediocrity by encouraging safe behaviour as opposed 

to risk-taking because managers set unchallenging goals to ensure they meet their goals. 

3. Most work in organizations is the result of a group effort rather than individual work 

so individual performance appraisal is not a meaningful way to measure performance. 

4. Supervisor bias can cause inaccuracies in the appraisal feedback. 

Performance appraisal does not provide protection from legal issues dealing with 
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discrimination and, when not done well, it can actually be a detriment to the organization when 

faced with legal challenges by its employees. 

2.2.2.3 Errors in organizational systems 

The person who arguably had the most influence in shaping the view that performance appraisal 

was not an effective tool to lead and manage organizations was Deming (1986) in his book 

Out of the Crisis. He contends that performance appraisal has significant negative drawbacks 

for organizations and he urges organizations not to use individual performance appraisal but 

rather evaluate the performance of a unit or department instead. Deming wrote about common 

cause for error in organizations and argued that organizations that can eliminate common 

cause for error will improve. He further stated that most common cause for error is found 

within organizational systems rather than with the individuals within the organization. When 

performance appraisal systems have errors the commitment of workers to their jobs is affected 

because they will find difficulty in trusting the system so they may not take it seriously. 

 

2.2.2.4 Negative feedback 

One of the challenges that make performance appraisal a difficult task is that of giving 

late feedback or giving no feedback at all after the process. Oberg (1972) mentions negative 

feedback as one of the pitfalls of performance appraisal that can demotivate employees and 

make them not to be fully committed to their jobs. Usually after performance appraisal is carried 

out the workers are to be notified on their performance so that they are able to know how 

well they are at their jobs or which areas need improvements. When employees are aware of 

their skills and abilities they are able to better focus on their jobs and are better committed. 

To summarize the challenges of performance appraisal there are two different views as some 

people think it is a very vital part of management while there are others who think it is a difficult 

task as there are several challenges that managers face. 



21  

2.3 Possible measures of effective performance appraisal processes in organizational 

management 

The E-reward survey (2005) highlights a number of conditions for success in performance 

appraisal, showing that simplification and the use of competencies are among the most common 

measures applied to improve existing systems. Further conditions for success stem from these, 

for example a simpl ification for systems can be supported by establishing more regular review 

meetings but to ensure these meetings are valuable and provide a forum for quality discussions 

managers need to be capable of conducting useful appraisals and be committed to the process. 

It could be argued that this capability and commitment should be driven by the senior 

leadership. The senior team should also ensure that performance management should be 

aligned with the corporate strategy, so that individuals understand how what they do 

contributes to the overall goals of the organisation. 

 

2.3.1 Regular and Quality Discussions 

It is important for management to hold regular meetings, although each meeting is often more 

focused and shorter than using the one meeting per annum model. 

Sillup et al. (2010) discuss that traditionally appraisals are completed once a year and usually 

include a mid-year discussion, but they argue research has indicated that this is too infrequent 

because raters face problems with remembering what employees did over the previous months. 

Juran (2004, cited in Sillup et al., 2010) found that organisations with monthly or quarterly 

performance appraisals „outperformed competitors on every financial and productivity measure 

and got positive feedback from employees about the fairness of the PA system‟ (p.42). 

At Standard Chartered Bank the appraisal process is called „Conversations that Count‟. The aims 

are to increase staff engagement, develop staff and deliver better results. Managers have four 

conversations with their staff during the year: perform (the appraisal against personal objectives; 

learn and develop (planning learning required to perform their job); careers (building the 

potential to take on larger roles); and engagement (where managers ask staff how well 

the organisation knows them, cares about them, helps them to focus and develops their 

strengths). 

A later study by the Institute for Employment Studies (Hirsh et al., 2004) interviewed employees 
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who said they had experienced a manager who had „developed‟ them. Again conversations lay 

at the heart of this process, as did managers being close to employees and their work and 

giving them focused coaching and access to work experiences. This kind of attention improved 

performance via its impact on confidence and motivation and pushed workers to be committed 

to their jobs. These psychological effects were as important as skill acquisition in the impact 

of developmental management styles. Effective developers also created a climate of  openness 

within their teams and encouraged informal discussions about work issues. 

 

2.3.1.1 Wider Input into the Discussion 

There is also a trend towards more people inputting into the end-of-year review to try to improve 

the quality of assessments. Surveys suggest that between a quarter and a third of employers 

are using some aspect of 360 degree appraisal, collecting input from colleagues and reports, 

and sometimes from customers. Some of this is formal moderated/managed „multi-rater‟ 

feedback; in other cases it is informal comment. Finn (2007, cited in Wikina, 2008) states 

that a strong emphasis should be placed on regular and consistent feedback, especially informal 

feedback and research about 360 performance appraisal systems suggest that it is an effective 

way to increase the flow of information within an organisation (Garavan and Morley, 1997, 

cited in Sullip, 2010). The CIPD found that fewer than half of employee‟s state that their line 

manager usually or always provides feedback on their performance, but those that could 

claim they always received feedback were more satisfied with their job (CIPD, 2009). 

Within 360 feedback there is always a possible friendship bias but this can be reduced 

by training what colleagues need to evaluate (Reilly, Smither & Vasibopoulos, 1996, cited in 

Sillup, 2010). Evaluation of managers from their direct reports is seen as empowering for 

employees and to protect against retribution, ratings can be combined into overall ratings 

(Sillup, 2010) and employees given an opportunity to perform self-appraisal are also found 

to be motivated and have Research shows that collecting feedback from multiple sources is 

desirable because they give a complete perspective about employees‟ performance and 

reduce the chance of ethical concerns (Longenecker et al., 1987, cited in Sillup, 2010). 

Sillup et al (2010) found through research with five US-based organisations that all were using 

annual 360-degree feedback. Within each organisation, the majority of performance evaluators 
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and employees (87 per cent) had received training about their performance appraisal system 

and 85 per cent of evaluators helped their employees set objectives. However, only 20 per cent 

of the evaluators with greater responsibility within the organisation were seeking feedback 

about an employee‟s performance from peers, which was inconsistent with the 360 appraisal 

system. 

 

2.3.2 Committed and Capable Managers 

In order for regular and quality discussions to take place, the commitment and capability 

of managers needs to be developed and this should be an important consideration in the design 

and implementation of a performance management system. Purcell‟s research at the 

University of Bath identified this as key in „bringing HR policies to life‟. Purcell et al. 

(2003) included appraisal as one of eleven HR practices investigated for their potential links 

to performance. This report found that employees were more likely to „go the extra mile if 

managers stimulate and encourage positive attitudes‟. Employees would go an extra mile only 

if they are highly committed and dedicated to their jobs so capable managers who encourage 

positive attitudes help increase employee commitment to their jobs. Purcell concluded that 

appraisal is an HR practice worth  paying  attention  to  because  it  offers  line  managers  the  

opportunity  to  bring  about commitment, job satisfaction, and motivation which in turn lead to 

discretionary behaviour.‟ 

 

Research by Baron also supports the widely held view that performance management needs to be 

owned by line managers (Baron, 2004). Rees and Porter (2004) state that for a scheme to “have 

any prospect of success it needs to be owned and driven by line management” (Rees & Porter, 

2004, p.31) and senior management commitment has to be maintained (Wolff, 2005). Sillup et 

al. (2010) state that many performance appraisal systems fail because organisations do not direct 

enough effort into gaining support for the process from those managers who will implement the 

system and Lewy and Du Mee (1998, cited in De Waal, 2003) argue that successful 

implementation and use of a performance management system will be achieved when managers 

have an “intensified awareness of the importance of the performance management system” 

(p.694). De Waal (2003) also states that “managers understanding of the nature of performance 

management is a key behavioural factor for the successful implementation of performance 
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management and that a positive attitude of managers towards performance management is vital”. 

A good alignment between managers' responsibilities and the performance management system 

is also considered necessary. Martinez (2005) also found through research at an electricity 

company that at a tactical level, the performance review process can become monotonous, 

which means that managers have to „continuously refresh the way in which performance is 

reviewed to keep it interesting and attractive‟. This meant that the leadership of managers played 

an important part in the success of the system. 

A study by IRS (2005) on the use of appraisals found a common concern was that if managers 

are not adequately trained and committed to the appraisal system, the performance review 

becomes „just a paperwork exercise‟. While this illustrates the need for managers to be 

committed, it is equally as important for managers to possess the skills needed to conduct 

effective appraisals. While it is acknowledged that individual managers must have the skills 

required to conduct appraisals effectively, only just over half (57 per cent) of respondents to 

the CIPD‟s survey of performance management reported that they train appraisers. Some 34 

per cent train all staff, however, a greater proportion of all staff in the public sector (49 per 

cent) are likely to receive training (CIPD, 2005). 

In the IRS study (Wolff, 2005) Virgin Mobile reported good training of appraisers and appraises 

was key to making its appraisal system succeed, along with positive communication to „pitch 

it as a benefit‟. The Student Loans Company also  commented that  „training of managers  

in carrying out appraisals is essential to the success of appraisal systems‟. Thornton and 

Zorich, 1980 (cited in Silip, 2010) also note that to increase employees‟ awareness about how 

a performance appraisal system is intended to operate, employees should also receive training. 

Colville and Millner (2011) state that HR need to do a „robust training needs analysis prior 

to implementing performance management‟ and capability needs to be analysed in two areas: 

1. The skills to manage the process; objective setting, gathering evidence and objective rating. 

 

2. The behavioural skills required to have regular conversations about performance, personal 

development and career progression. 

Building the capability of managers seems to be even more important where competencies 
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are used. The most comprehensive competency framework, no matter how well designed 

and appropriate, will not make a bad process good, nor will it compensate for poor training, 

poor techniques or unskilled users‟ (Whiddett and Hollyforde, 1999, p.18). Sillup et al. (2010) 

argue that those who evaluate performance must accept the importance of performance 

appraisal as an organisational objective and integral part of their job, rather than a make-work 

hassle (p.41).     

2.3.3 Strong Leadership 

Baron (2004) commented that organisations are winning support from line managers through 

ensuring there is strong leadership from the top of the organisation; involving line managers 

in the development of performance management processes and including performance 

management as a criterion in assessing line managers’ own performance. It is important for 

leaders to be fully involved in the performance management process (Karuhanga, 2010) and 

as Buchner, 2007 states in regard to successful implementation of performance appraisal 

systems, success begins with top-down support but requires bottom-up support for it to work 

(cited in Silip et al., 2010, p.40) and Finn (2007, cited in Wikina, 2008) states that gaining 

stakeholder commitment is the first step in the foundations for successful performance 

management. Equally, Franco & Bourne (2003, 2005, cited in Elzinga et al., 2009) found 

that top management agreement and commitment was a crucial factor related to the effective 

implementation of performance management. Alongside this, they also identify the three E’s 

as crucial to implementation, being empowering, and Enabling and Encouraging behaviours 

from senior management. 

Wikina (2008) adds that senior management needs to show leadership and set the tone 

for performance management, building the right culture based on efficient delivery of 

service, organised and multidisciplinary teamwork, and effective communication at all levels. 

Wikina also states that the leadership needs to provide and allocate tools for performance 

management and improvement. 

 

2.3.4 Align with Organizational Goals 

Senior leaders should also play a role in ensuring performance appraisal aligns corporate strategy 

and objectives to individuals, so that employees know how what they do fits with the 

organisation‟s overall strategy. When employees are aware of what to do that fits in the 
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organisational goals, their dedication and commitment to their jobs increase. This is known 

as the „golden thread‟ of performance appraisal management (IDeA, 2004). 

Stiffler (2006, cited in Wikina, 2008) recommends that a „unified approach to performance 

appraisal‟ is achieved through aligning the objectives, resources and activities of the organisation 

to the goals and opportunities of individuals within the organisation (Karuhanga, 2010). Lawson 

et al. (2003, cited in Elzinga et al., 2009) found through research in 150 organisations, that two-

thirds agreed that implementing performance appraisal systems increased employees‟ awareness 

of company strategy and business plan goals, and helped to align operational improvements with 

overall strategy. Wikina (2008) found that the need to align performance and goals with 

organisational strategy is causing organisations to examine the performance appraisal structures 

they have in place and devise ways to make them more effective and outcome-based. 

Cascio (1991, cited in Sillup et al, 2010) states that a performance appraisal system should „help 

managers groom their employees to accomplish objectives that will help the corporation gain 

competitive advantage‟ (p.41) and Borman (1991, cited in Sillup, 2010) equally argues that 

an effective performance appraisal requires relevance; through which there are clear links 

between the tasks for a job and organisational objectives. 

Murphy (2004) criticises that organisational goals for performance appraisal systems are 

not considered carefully enough and this results in systems attempting to achieve too much. 

Moreover, Murphy and Cleveland (1995) make the point that the organisational goals for 

the appraisal system need to be compatible with what the appraiser and appraise want to get out 

of it. If not, they will not use it effectively. The implication here is that many of the 

organisational purposes of appraisal are not of great value to the manager or the employee, so 

their compliance will at best be half-hearted and they may well consciously distort the process 

to achieve their own desired ends. 

Locke and Latham (1990) in a series of studies have shown strong evidence for the effectiveness 

of individual goal setting, although the majority of such work has not been done in the context 

of appraisal. They advocate the use of goals that are specific, moderately difficult, and accepted 

by the individual for whom they are set. The recurring theme here is about goals which the 

employee really agrees with, not goals which are imposed. 
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Alongside the importance of aligning employee‟s efforts with company objectives is the need 

to clearly communicate the organisation‟s expectation of its employees. The Corporate 

Leadership Council (2002) concluded that employee understanding of performance standards 

and objectives is more influential than specific features of the performance management system 

itself in driving performance. 

2.3.5 Tailored to Suit Employees Requirements 

Performance appraisal systems should be adapted to accommodate the different requirements 

of the varied employees within an organisation (Rees and Porter, 2003). Rees and Porter 

suggest that systems should take into account differing organisational needs and priorities, 

levels of managerial expertise, styles of management and the sophistication of employees. 

Cederblom (1982) equally proposes that different employees in different circumstances 

need essentially different appraisal dialogues, which he describes as the „contingency model‟. 

In this model he distinguishes between: 

 High  performers  in  non-routine  jobs:  needing  a  development  focus  to  appraisal,  

at flexible time intervals. Institute for Employment Studies. 

 Longer tenure, satisfactory performers in routine jobs: needing discussions of deviations 

from prior acceptable performance, held at infrequent intervals or when exceptions occur. 

 Newer or lower performing employees: needing frequent developmental and evaluative 

reviews of performance. 

Dychtwald et al. (2006, cited in Colville and Milner, 2011) also notes that organisations 

are increasingly seeing differences in the way that different generations respond to 

performance management. An example is provided of „baby boomers‟ expecting recognition 

of their contribution to longer-term success, with younger generations seeking recognition 

for shorter- term achievements. This presents opportunities for dissatisfaction if a performance 

management system is biased towards either short-term or long-term benefits. 

Sillup (2010) states that organisations need to consider which performance appraisal system 

will meet its objectives and motivate employees, with a „fundamental issue‟ for organisations 

being whether the system rewards employees for generating short-term results (e.g. sales during 

business quarter) or for completing long-term results (Beatty, 1989 cited in Sillup, 2010). Sillup 

et al. (2010) also presents another perspective using the example of drug development within 
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the pharmaceutical industry, in which efforts will not always result in a new drug being 

achieved during the one-year performance appraisal period. They state „to be successful, it is 

pertinent to customise performance appraisal for each environment‟ (p.41). Fletcher (2001) 

similarly argues that the range of factors which might influence the appraisal needs of different 

employees are: 

 Job types 

 Tenure in organization or job 

 Career stage 

 Personality and motivation 

 Performance level. 

 

Igvarson and Chadbourne (1997) argue, based on the ineffectual experiences of implementing 

appraisal for teachers in Australia that the active support of staff, and adapting systems to meet 

local needs, are both essential requirements for success. Chandra (2004) reinforces the 

importance of employee involvement, while O‟Conner and Lee (2007) document how when 

home care workers are involved in tailoring an appraisal system to suit their own needs, 

it became a success. Research by De Waal (2003) emphasises the importance of 

behavioural factors in implementing a successful performance management system, which 

relates to the involvement of staff in the development, implementation and use of 

performance management processes. Karuhanga (2010) also recognises that a committed 

and supportive workforce is necessary for effective implementation of performance 

management systems. The natural conclusion here is that a „one size fits all‟ appraisal governed 

by the need to document a complex agenda is not appropriate. When performance systems are 

tailored in a way that suits employee‟s requirements it improves employee commitment to their 

jobs. 

2.3.6 Use of Technology 

Technology is also being used to help to try to engage employees more to trust and even enjoy 

the process, thereby making them to be more dedicated to their jobs. A large proportion 

of workers in the large organisations (N.C.C.B and C.D.C) highly recommend the use of 
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technology as part of the performance process as it reduces the rate of errors in results. When 

the rate of errors is reduced employees tend to trust the performance appraisal system more 

and this increases their commitment to their jobs as they will want to have good results at the 

end of the performance process, so they will work harder. McGregor, (2009) reports that 

„employers are trying out social networking-style systems that aim to improve – and take 

the dread – out of annual reviews‟. Accenture has developed a Facebook-style program 

called Performance Multiplier that lets employees post status updates and personal weekly 

goals. Rypple lets people post Twitter length questions about their performance in return for 

anonymous feedback, and has software to replace the standard annual review with quick 

monthly surveys and discussions. By prompting people to document and adjust their goals 

and learning constantly Accenture hopes that the formal process discussions will also improve. 

This is a step beyond earlier automation of the performance appraisal process. E-performance 

management often simply made electronic what was previously a paper process. Whilst 

generating better management information (on say performance by grade, gender, division, etc.), 

there was little additional functionality offered (e.g. to segment the process by say work area). 

Indeed, it permitted the easier management of remote workers, yet risked a dehumanisation 

of the process. 

Bourne et al. (2000) state that implementation of performance management concerns the systems 

established for collecting and processing data that enable regular measurement. They suggest 

this can involve computer programming to capture data already within a system or 

implementing new procedures, so that information currently not recorded is captured or it 

can involve new initiatives such as the introduction of an employee survey. Bourne et al. 

however also identify computer system issues as an obstacle to the full implementation of 

performance management within organisations. 

2.3.7 Monitored systems 

The literature shows that performance appraisal schemes need to be adequately co-ordinated 

and monitored. „In addition to evaluating employees on a regular basis, organisations should 

assess the effectiveness of the appraisal system periodically‟ (Schraeder, 2007, p.23). Rees 

and Porter (2004) argue that the role of HR needs to be emphasised in co-ordinating and 

facilitating the process. The Civil Aviation Authority recommends that the appraisal process 
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should be regularly reviewed and adjusted if necessary, but warns against continually changing 

the scheme (Wolff, 2005). Cocca et al. (2010) also state that for effective performance 

management, the system needs to be dynamic and fluid to respond to changing business 

circumstances so that performance measures always remain relevant. They note, however, that 

few organisations often have the processes in place for monitoring their systems. 

Performance management systems consist  of  a  collection  of  five  elements:  people,  

procedures,  data,  software,  and  hardware (Wettstein and Kueng 2002, cited in Cocca, 2010) 

and all of these elements need to be monitored to assess the effectiveness of a system (Cocca, 

2010, p.188). 

IES has conducted numerous evaluations of performance management systems as managers 

are often still quite poor at evaluating performance-with-evidence, so they often fall back 

on the tried and tested methods of which individuals they consider to be the most reliable, 

the most visible or, perhaps subconsciously, whom they feel most comfortable dealing 

with. IES has found that the outcome of this is that: 

 People  who  work  in  non-standard  patterns  in  the  organization  can  get  poorer 

performance outcomes (e.g. part-times workers, the majority of whom are women). 

 People  from  black  and  minority  ethnic  groups  tend  to  get  poorer  performance 

outcomes. 

 Women in more senior positions tend to get poorer performance outcomes.  People 

with disabilities tend to get poorer performance outcomes. 

 Senior staff tend to get better performance outcomes (IES, 2011). 

 

Organisations need to think carefully about how they manage and measure performance as 

the implications can be serious for the real performance of an organisation as well as for the 

people employed within it. When these performance systems are well monitored and properly 

carried out it makes the process more effective thereby making workers to be committed and 

dedicated to their jobs as they will be aware that their performances will be thoroughly 

evaluated. 

 

2.3.8 Reward and Recognition 
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The terms rewards and recognition will be used interchangeably and they refer to the daily, low- 

cost, on-the-spot awards, certificates, gifts of thanks, and other ways one regularly praises 

and expresses gratitude to employees (Gotstick & Elton, 2007). Not only does recognition 

reinforce good performance, but it enables employees to feel that their time, efforts, and 

ingenuity are worthwhile, which leads to employee engagement (Brown, 2011). For example,  

Koyuncu, Burke, and Fiksenbaum (2006) examined the potential antecedents and on 

sequences of work engagement with a sample of women managers and professionals who 

worked at a large Turkish bank. Results showed that autonomy, rewards, and recognition 

were significant predictors of employee engagement. 

2.3.9 Constant Feedback 

This is an aspect of performance appraisal also promotes engagement and commitment to one‟s 

job because it fosters learning, which increases job competence and the likelihood of being 

successful in achieving one„s work goals (Bakker & Demerouti, 2008). It increases dedication 

of workers to their jobs as they are made aware of their strengths and weaknesses so they 

know what areas to improve on. For example, Wagner and Harter (2006) found that employees 

were more likely to remain at their company and recommend the company as a good place 

to work when their managers regularly checked in with them. A large proportion of employees 

in C.D.C also recommended the use of constant feedback for the performance appraisal 

process. Hence, providing supportive feedback allows employees to know that managers care 

about their performance and success, which increases their levels of engagement (Marciano, 

2010). 

 

 

 

 

2.4 Theoretical framework 

This Research shall be guided by 3 theories provided by Mabey, Salman and John Stacey 

Adams. Mabey has prescribed the model for performance appraisal in the form of „performance 

appraisal cycle‟. This cycle has 5 elements which suggest how performance appraisal should 

be managed in an organization. The elements of the performance appraisal system cycle 

includes: 



32  

 

1. Setting objectives 

 

2. Measuring performance 

 

3. Feedback of performance results 

 

4. Reward system based on performance outcomes 

 

5. Amendments to objectives and activities (Mabey et al, 1999) 

 

When the performance appraisal system in an organization follows this cycle it makes the 

process more effective hence improving employee‟s commitment to their jobs. 

Salman on the other hand says there are two theories underlying the concept of performance 

appraisal: 

 

1. The goal setting theory 

 

2. Expectancy theory 

 

 Goal setting theory had been proposed by Edwin Locke in the year 1968. It suggests 

that the individual goals established by an employer play an important role in motivating 

him for superior performance. This is because the employees keep following their goals. 

If these goals are not achieved, they either improve their performance or modify the goals 

and make them more realistic. In the case where the performance improves it will result in 

achievement of the performance management system aims (Salaman et al, 2005). When 

performance appraisals are carried out based on employee‟s goals, it increases employee 

motivation and commitment as they have a particular objective towards which they are 

working. 
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 Expectancy theory had been proposed by Victor Vroom in 1964. This theory is based 

on the hypothesis that individuals adjust their behavior in the organization on the basis 

of anticipated satisfaction of valued goals set by them. The individuals modify their 

behavior in such a way that is most likely to lead them to attain these goals. This theory 

underlies the concept of performance appraisal as it is believed that performance is 

influenced by the expectations concerning the future events (Salaman et al, 2005) 

 

 The Equity Theory, developed by John Stacey Adams, says that satisfaction is based on 

a person's perception of fairness. Applying this theory when conducting a company's 

performance appraisals involves balancing the assessment of an employee's contribution 

to his job with the compensation and other rewards associated with his success. In 

general, highly-paid and rewarded employees tend to be the most motivated to continue 

performing well on the job. When they are motivated in this way the commitment to their 

jobs increases. 

  

Background of the theory 

 

In the 1960s, John Stacey Adams, a behavioral psychologist, developed the equity theory. This 

theory describes the relationship between the perception of fairness and worker motivation. People 

typically value fair treatment. Successful entrepreneurs recognize this and structure their business 

workplace to reward people according to their contributions. They also recognize that people have 

needs. They can apply these observations to carrying out performance appraisals by motivating 

their employees through positive reinforcement and appraising them fairly on at least an annual 

basis. This can be done in the following ways. 

Setting Expectations 

According to the equity theory, an employee's perception of the fairness of his work's input and 

outcome influences his motivation. Effective performance appraisal systems enable a manager to 

clarify job responsibilities and expectations, develop an employee's capabilities, and align an 

employee's behavior to the company's strategic goals and values. An employee typically feels 

satisfied with the outcome of his effort, including his pay, when the compensation matches what 

he feels he puts into the job. If an employee perceives that others get more for doing less, he 
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typically becomes less motivated to work hard. Managers create a productive work environment 

by communicating job requirements clearly and establishing fair and consistent performance 

objectives for all employees. 

Achieving Balance 

Effective managers avoid underpaying and overpaying employees. They monitor performance and 

compensation regularly to achieve a productive balance. If cuts need to be made due to economic 

conditions, they distribute the decreases throughout the company. To remain motivated, employees 

typically need to be able to provide input to their performance plan, modify their goals if conditions 

change, and seek career development opportunities. 

Communicating Clearly 

It's not easy to make equitable decisions while carrying out performance appraisal processes. 

Managers typically evaluate their employees, calibrate ratings and decide on rewards. These 

rewards include pay increases, promotions, flexible work schedules or stock options. Justifying 

these decisions becomes the focus, rather than relaying constructive feedback that can enhance 

performance and foster career development.  When carrying out performance appraisals managers 

should communicate company goals and make sure employees understand their role in achieving 

business objectives. By recognizing the effort, loyalty, commitment, skill and enthusiasm that an 

exemplary employee displays, an effective manager acknowledges accomplishments, establishes 

trust and builds a productive workforce. A worker's sense of achievement tends to build loyalty 

and enables him to feel secure about his future with the company. 

When performance appraisal processes are carried out fairly by enforcing the above methods; 

setting expectations, achieving balance and communicating clearly it motivates employees. 

 Conceptual Framework 

 

This research has been guided by the conceptual framework of performance appraisal 

 

Performance appraisal includes all formal procedures to evaluated personalities and contributions 

and potentials of group members in a working organisation. Performance Appraisal can be defined 

as a system that involves setting employee standards, looking at employees‟ actual job 

performance, assessing that performance against the standards, giving feedback to the employee 

on the performance, how to improve it in the future and setting new goals and expectations for 
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another period (Dessler, 2008). It can also be defined as the systematic evaluation of the individual 

with respect to his or her performance on the job and his or her potential for development. (Dale 

S. Beach). They are an important piece of the process by which organizations attempt to direct 

themselves (Kreitner, 1998; Landy & Farr, 1983), and they have been considered a key component 

in the success of organizations for most of the twentieth century (Grote, 2002). 

 

2.5 The gap in Literature 

Research on this topic shows more has been done especially of the Western organisations 

in Europe and America and from some developing countries in Africa and the others but 

unfortunately, in Cameroon, Literature on the performance appraisal processes in organisations 

is very limited. This work seeks to investigate context specific the effectiveness of performance 

appraisal processes on employee job commitment. This work will cover the gap because it 

will investigate the realities in the field in these two municipalities. 
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CHAPTER THREE 

METHODOLOGY OF THESTUDY 

 

This chapter gives a detailed discussion or explanation on the methods used in conducting 

the research. It describes the research design used for the study, the various procedures and 

processes that were employed to collect, analyze and process data. It includes research design, 

population of study, sample and sampling, sources of data collection, method of data collection, 

method of data presentation and analysis. This is necessary and important as every scientific 

work must be systematic to enable other researchers study the work and get ideas. 

3.1 Study area 

This study will be carried out both in the South West and Littoral regions of Cameroon. Data 

will be collected from two companies from two major municipalities each region, (one small 

and one large company per municipalities in the regions) Limbe and Douala respectively. 

From Limbe data will be collected from Cameroon Development Corporation (C.D.C) and 

Andron Engineering while in Douala data will be collected from Office Nationale de Cacao 

et Café (N.C.C.B) and Ace Global that shall be purposively and randomly selected. There 

are several companies in the Limbe and Douala municipalities South west and Littoral regions 

of Cameroon 

 

3.2 Research design 

The study is a descriptive research to assess how effective performance appraisal processes are 

to employee job commitment. According to Pilot and Hurgler (1995), descriptive survey 

aims at observing, describing and documenting aspects of a situation as it naturally occurs 

rather than explaining it. This method of design has an advantage of producing good amounts 

of responses for a wide range of people. A descriptive survey is also advantageous as it has 

the potential to provide us enough time to provide us with a lot of information obtained 

from quite a large sample of individuals. Burns and Grove (2003) define a research design 

as “a blueprint for conducting a study with maximum control over factors that may interfere 

with the validity of the findings”. Parahoo (1997) describes a research design as “a plan that 

described how, when and where data are to be collected and analyzed”. 

According to Cresswell (2002) a descriptive study identifies and defines the problem, selects 
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tools for collection of data, describes analyses and interprets data. From this point of view the 

study seeks to assess effectiveness performance appraisal processes in the selected companies. 

 

3.3 Sample of the study 

Parahoo (1997) defines population as “the total number of units from which data can be 

collected”, such as individuals, artifacts, events or organizations. According to Burns and Grove 

(2003) the population is “all elements that meet the criteria for inclusion in a study”. 

 

The target population refers to all the workers and employers of the selected companies in Limbe 

and Douala municipality in the South West and Littoral Regions of Cameroon 

 

The sample population here is made up of those elements in the population that are within 

the reach of the researcher. It includes a selected group of workers and employers from each 

of the companies from whom information will be taken. 

 

3.4 Sample size and sampling techniques 

A sample is that proportion of elements drawn from the accessible population through a specific 

procedure. This is a proportion of the population that is studied. The sample of the population 

of 400 employees and 4 Human Resource Directors/Officers key informants shall be 

purposively and randomly selected. CDC and O.N.C.C. which are the big companies shall have 

a sample of 150 each meanwhile Ace Global and Andron shall have a sample size of 50 

employees each. The big companies to be used for the study shall be purposively selected. One 

will be selected from Limbe in the South West Region and one from Douala in the Littoral 

Region of Cameroon. The small companies in the study shall be randomly selected with one 

company each from the Limbe and Douala municipalities. 

 

The population sample in this study is made up of a group of selected workers and employers 

from the companies that shall be randomly selected. 

 

 

 

3.5 Sources of data 
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Data was obtained from both primary and secondary sources of data. 

 

3.6 Primary data 

Primary sources of data were obtained through questionnaires and interviews. The questions that 

were used involved both closed and open ended questions which were in five parts, section A 

to E. Section A dealt with the personal information of the respondent while the other sections 

dealt with questions directly linked to the study. 

 

During the interviews the selected workers were asked what they think about the performance 

appraisal system in the company in which they belonged and if they feel it has any effect 

on employee job commitment. 

 

3.7 Secondary data. 

Secondary data is information already collected by another researcher or institution for different 

purposes (Blumberg et al, 2009). Secondary data were obtained from existing documents like 

journals, works of other researchers, articles from newspapers, magazines as well as search 

engines like Google and Google scholar were also used in the study. 

 

3.8 Research instruments 

The instruments used to gather information is questionnaires. The questionnaires will be open 

ended and close ended and they will be distributed to the workers and employers for them to 

fill. Interviews will also be conducted on key informants. Questionnaires are a time consuming 

and accurate instrument which can be used for collecting data. 

 

3.9 Data collection process 

Data will be collected from four companies. Two from Limbe and two from Douala. In this study 

Limbe and Douala were purposively selected because they have accessible population and 

also because they have some of the oldest and largest companies which the researcher could 

use for collecting data.  Also  the  researcher  purposively  chose  companies  in  different  

regions  with different languages and cultures so that it will be possible to compare the 

performance appraisal systems between these two cultures. 
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Among the large companies in Douala like MTN, National Cocoa and Coffee Board (N.C.C.B), 

Orange and NickCery Conglomerates, the researcher purposively selected N.C.C.B which is 

in the agricultural sector. Also among the large companies in Limbe like C.D.C and SONARA 

the researcher purposively selected C.D.C which is also in the agricultural sector, so the 

large companies both deal with agriculture. This is to make it possible to compare 

performance appraisal processes between companies in the same sector. Among the small 

companies in Douala like Zinger Systems, Ace Global and Acmar Media Group and those 

in Limbe like Andron Engineering and Neptune Group of companies, the researcher 

randomly selected Ace Global in Douala and Andron Engineering in Limbe. 

The researcher interviewed four key informant of the Human Resources managers and directors 

of the organisations, one from each company. This was done so that the Human Resource 

Managers who are in charge of performance appraisals could provide key information that could 

not be gotten from the other employees on the performance appraisal processes. 

3.10 Data presentation and analysis 

Windows SPSS will be used to analyze the data. 

 

3.11 Validation of the Results 

The study ensured the validity of the results. The data collection instruments (questionnaires 

and interview guides) were pre-tested for reliability prior to the study in Buea and 

Nkongsamba municipalities. At the end of this pre-test, some questions were added, some 

rephrased to reduce ambiguity, while others were discarded completely. For ethical reasons the 

trustworthiness of the individual’s response was also ensured. Finally, all statistical procedures 

were reported at a more than 95% confidence interval or 0.05 significance level. At this margin 

of error, the findings of the study can be easily generalized to the entire population. 
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CHAPTER FOUR 

DATA PRESENTATION AND ANALYSIS 

   

 

In order to attain a dependable solution to problems in this study, there must be a well-

planned and systematic presentation, analysis and interpretation of the data collected. Data 

collected in the field was presented and analysed in relation to the hypothesis and objectives 

of the study. It is on this basis that a conclusion was drawn. 

The content in this chapter includes background of respondents, the trends of performance 

appraisal, the impact of performance appraisal on employee job commitment in the sampled 

organisations and the proposed measures of effective performance appraisal processes. 

 

4.1 Background of the respondents 

In  order  to  achieve  the  objectives  of  the  study  data  was  collected  on  the  background 

characteristics of the respondents. 

Table 1 Age of Respondents 

 

 

Age 

 

Frequency 

 

Percent 

Valid 

Percent 

Cumulative 

Percent 

15-34 48 12 12 12 

35-55 124 31 31 43 

56+ 228 57 57 100 

Total 400 100 100  

Source: Author's Computation Using SPSS, 2014. 

 

According to table 4.1.1 above, 57% of the respondents were 56 years and older, 31% of 

them were in the age range 35-55 years while 12% were in the range 15-34 years. The 

respondents were mainly the aged, probably they comprise a bigger percentage of employees 

in the sample size. Figure 4.1.1 below clearly shows that there were more aged respondents 

than the youths. 
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Table 2 Gender of respondents 

 

  

Frequency 

 

Percent 

Valid 

Percent 

Cumulative 

Percent 

Male 156 39 39 39 

Female 244 61 61 100 

Total 400 100 100  

Source: Author's Computation Using SPSS, 2014. 

 

Table 4.1.2 shows that, 61% of the respondents were female, while 39% were 

male. The respondents were mainly female implying that; probably females 

comprise a bigger percentage of the sample size. Figure 4.1.2 below clearly 

shows that there were more female than male respondents. 

 
Table 3 Marital status of Respondents 

 

 

  

Frequency 

 

Percent 

Valid 

Percent 

Cumulative 

Percent 

Single 120 30 30 30 

Married 216 54 54 84 

Divorced 44 11 11 95 

Widow 20 5 5 100 

Total 400      100       100  
 

 

Source: Author's Computation Using SPSS, 2014. 

Table 4.1.3 clearly shows that 54% of respondents are married indicating that 

most staff of sampled organizations are married. This is illustrated in figure 4.3 

below.
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Table 4 Monthly income of Respondents 

 

  

Frequency 

 

Percent 

Valid 

Percent 

Cumulativ

e Percent 

Less than 50000 8 2 2,0 2.0 

51000-100000 172 43 43.4 45.4 

101000-150000 48 12 12.1 57.6 

150001 and above 172 43 43.4 100 

Total 400 100 100  

Source: Author's Computation Using SPSS, 2014. 

Table 4.1.3 clearly indicates that one of the respondents did not reveal his monthly 

income range. Nevertheless 43% of the respondents had monthly income of 

51.000-100.000 FCFA. Equally, 43% had monthly income above 150.000 FCFA. 

Just one respondent had a monthly income of less than 50.000 FCFA. This is 

clearly shown on the figure 4.1.3 below. 

 

4.2 Trends of performance appraisal in selected organizations 

Specific Objective one was 

 To investigate into the trends of performance appraisal process. 

Generally, there is more agreement than disagreement with the 

existence of effective performance appraisal process. A positive mean 

response of more than 2.5 displays that there exists an effective 

performance appraisal process while a positive mean response less than 

2.5 reveals that this performance appraisal process is not effective or 

doesn‟t exist. 
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Table 5 Mean responses of performance appraisal Trends 

 

 

 

 

 

 

 

 

 

 

 

 

Organisational 

Name 

  

 

 

 

Absolute 

standards 

(Employees 

are evaluated 

based on a 

particular 

standard 

created by the 

organization) 

 

 

 

 

 

Relative 

standards 

(Employees 

are evaluated 

based on the 

performance 

of other 

employees) 

Measuring by 

objectives 

(Employees 

are evaluated 

on how well 

they 

accomplished 

a specific set 

of objectives 

which are 

critical in the 

successful 

completion of 

their job 

 

 

 

360 degree 

evaluations 

(Employees 

are evaluated 

based on a 

number of 

organizational 

activities 

including 

external 

factors) 

Andron 

engineering 

Mean 1.93 1.64 1.79 1.21 

N 50 50 50 50 

Std. D 1,207 0.842 0.579 0.426 

 

C.D.C 

Mean 3.95 3.92 3.68 2.03 

N 150 150 150 150 

Std. D 0.911 0.924 0.709 0.687 

 

Ace Global 

Mean 2.12 2.18 2.47 1.65 

N 50 50 50 50 

Std. D 0.857 1.286 0.717 0,.02 

 

O.N.C.C 

Mean 3.94 3.22 2.75 1.84 

N 150 150 150 150 

Std. D 0.914 1.362 1.218 0.677 

Total Mean 3.35 3.08 2.91 1.79 

 N 400 400 400 400 

 Std. D 1.29 1.398 1.102 0.701 
 

 

The table above shows the measure of central tendency and dispersion (mean and standard 
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deviation) used to explain the trends or existence of effective performance appraisal processes 

in the organization. The average mean is 2.5 and any mean response below it shows that 

that particular method of performance appraisal is not effective in the organization. A mean 

response above 2.5 shows that that method of appraisal is effective in that organization. For 

the absolute standards, mean responses of employees from Andron Engineering is 1.93 which 

is well below 2.5 which is the average mean. This means that the use of absolute standards 

in measuring performance appraisal is not effective as most of the employees declared that it 

is not being used Andron Engineering. For C.D.C the mean response is 3.95 which means that 

the use of absolute standards for performance appraisal is very effective as it is commonly 

used. For Ace Global the mean response is 2.12 which is also below the average mean and 

shows that the use of absolute standards as a means of performance appraisal is not effective. 

For O.N.C.C mean response is3.94 which shows that this method is very effective as part 

of the performance process in the organization. 

For the relative standards, mean response of employees from Andron Engineering is 1.64 

indicating that the use of relative standards as a method of performance appraisal is not effective. 

For C.D.C the mean response is 3.92 which shows that this is a common method of performance 

appraisal in the organization. For Ace Global the mean response is 2.18 which means this 

method is not effective in the appraisal process. For O.N.C.C the mean response is gotten from 

employees is 3.22 which shows that the use of relative standards as a method of performance 

appraisal is prominent in the organization. 

For measuring by objectives, mean responses of employees from Andron Engineering is 1.79 

indicating that measurement by objectives is not an effective method of performance appraisal 

in that organization. For C.D.C the mean response is 3.68 this means they practice the 

use of measurement by objectives effectively as a method of appraisal. For Ace Global 

the mean response is 2.47 indicating that this method is effectively used for performance 

appraisal. Lastly mean response for O.N.C.C is 2.75 showing that this is a commonly used 

method of performance appraisal. 

From these results it can be seen that the standards of performance appraisal are existent 

and more effective in the larger companies (CDC and ONCC) than smaller companies 

(Andron engineering and Ace Global). 
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Lastly for the use of 360 degree evaluations, mean responses of employees from Andron 

Engineering, C.D.C, Ace Global and O.N.C.C were 1.21, 2.03, 1.65 and 1.84 respectively. This 

indicates that although the use of 360 evaluation is more prominent in the larger companies 

(C.D.C and O.N.C.C) than in the smaller companies (Andron Engineering and Ace Global) it 

is still not very effective because they all have mean values lower than 2.5. This is clearly shown 

in the figure below. 

 

4.3 Impact of performance appraisal processes based on employee perception on how it affects 

their job commitment.   

 

Specific Objective two was 

 

 To   examine   the   impact   of   performance   appraisal   processes   on   employee   

job commitment. 
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Table 6 Mean responses of impact of performance appraisal processes on employee job commitment. (Positive impact) 

 

 

 

 

 

 

 

 

 

 

 

Organisational Name 

  

 

 

The 

performance 

process is 

beneficial to 

employees 

in monetary 

and non- 

monetary 

terms 

The 

performance 

appraisal 

process 

improves 

employee 

productivity 

and output 

and helps 

achieve 

organizational 

goals 

 

 

 

 

The process of 

constant 

feedback helps 

improve on 

employee‟ 

strengths and 

mitigate 

weaknesses 

 

Andron engineering 

Mean 1.5 1.93 1.93 

N 50 50 50 

Std. D 0.65 0.73 0.997 

 

C.D.C 

Mean 3.84 3.76 3.62 

N 150 150 150 

Std. D 1.28 1.256 1.163 

 

Ace Global 

Mean 2.5 2.47 2.41 

N 50 50 50 

Std. D 1.225 1.125 1.121 

 

O.N.C.C 

Mean 2.81 3.31 3.06 

N 150 150 150 

Std. D 1.256 1.176 0.84 

Total Mean 3.21 3.14 3 
 N 400 400 400 

 Std. D 1.452 1.311 1.189 
 

 

 

 

The table above portrays employee perception of the impact of performance appraisal on their 

job commitment. For the employee motivation, mean responses of employees from Andron 

Engineering is 1.5 indicating that the performance process is not beneficial to them and they 
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are not satisfied with the process. For C.D.C the mean response is 3.84 indicating that 

employees are very satisfied and the performance appraisal process is beneficial to the 

employees in both monetary and non-monetary terms. For Ace Global the mean response is 

2.5 which show that the appraisal method is beneficial to employees. For O.N.C.C the mean 

response from employees is 2.81 indicating that they are very satisfied with performance 

appraisal and it is beneficial to them. 

For improving employee productivity, mean response of employees from Andron Engineering is 

1.93 indicating that the performance process is not beneficial to employees both in monetary and 

non-monetary terms. For C.D.C mean response is 3.76 which shows those employees are very 

contented with the process and it is beneficial to them. The mean response for Ace Global is 

2.47 showing that the performance process is beneficial to employees and for O.N.C.C is 3.31 

indicating that the employees are very satisfied with performance appraisal and it is beneficial 

to them. 

For improving strengths and mitigating weaknesses, mean responses of employees from Andron 

Engineering is 1.93 which shows that employees of this company don‟t feel that the performance 

process is effective on them and helps improve their strengths and mitigate their weaknesses. For 

C.D.C the mean responses is 3.62 which shows that the performance process is highly effective 

on employees in this company as it helps mitigate their weaknesses and improve their strength. 

The mean responses for Ace Global is 2.41 indicating that the performance process does not 

have a very great impact on employees and for O.N.C.C mean responses is 3.06 showing that 

respectively that the performance process has a very great impact on the workers of the company 

and helps mitigate their weaknesses and improve on their strengths. 

From these results it can be seen that employees in the larger companies (CDC and ONCC) 

have a better perception of the performance appraisal processes and are more satisfied than 

those in the smaller companies (Andron engineering and Ace Global). In other words 

performance appraisal has a greater impact on employees in the larger companies rather that 

the smaller companies. 

This is clearly shown in the figures below. 
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4.3.2 Challenges with performance appraisal in selected organizations 

 

Table 7 Mean responses of challenges in performance appraisal processes that affect employee job commitment 

 

 

 

 

 

 

Organizational name 

of respondents 

  

 

 

There is 

inconsistency in 

performance 

appraisal 

processes. 

 

 

 

 

Inadequacy in 

performance 

appraisal 

systems 

 

 

 

 

Errors in 

organisational 

systems. 

Workers are 

not satisfied 

with the 

performance 

appraisal 

process due 

to late 

feedback 

Andron engineering Andron 1.79 1.5 3.57 2.14 

 N 50 50 50 50 

 Std. D 0.975 0.519 1.453 0.663 

C.D.C C.D.C 3.81 2.65 3.03 2.57 

 N 150 150 150 150 

 Std. D 1.101 0.889 1.067 1.237 

 

Ace Global 

Ace 

Global 

 

3.71 

 

1.65 

 

3.24 

 

2.24 

 N 50 50 50 50 

 Std. D 1.047 0.702 1.091 0.903 

O.N.C.C ONCC 3.25 2.56 3.75 3.5 

 N 150 150 150 150 

 Std. D 1.437 1.39 1.459 1.344 

Total Mean 3.33 2.29 3.37 2.75 

 N 400 400 400 400 

 Std. D 1.356 1.113 1.284 1.266 
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For performance process being influenced by bias and personal emotions the mean 

responses is of Andron Engineering is 1.5 showing that they have very low chances of 

facing that problem as far as performance appraisal is concerned, which means generally 

the process is not being influenced by personal emotions. For C.D.C the mean response is 

2.65 which mean that it is common for them to face the challenge of managers involving 

personal emotions and bias when rating workers. For Ace Global the mean response is 1.65 

which means the issue of bias being involved in the performance processes is not prominent. 

For O.N.C.C the mean responses is 2.56 indicating that they usually face the problem of 

personal emotions been involved in the performance process. 

As concerns the issue of the managers being trained to carry out performance appraisal before 

doing so the mean responses of Andron Engineering is 3.57 indicating that this issue of managers 

not being trained for performance appraisal is a major problem that they face in the company. 

For C.D.C the mean responses is 3.03 indicating that this is a big problem that they face as far 

as performance appraisal is concerned. For Ace Global the mean responses is 3.24 indicating 

that this is a problem that is common in the company as far as performance appraisal is 

concerned and for O.N.C.C the mean responses is 3.37 which shows that they also have this as 

a common problem when carrying out performance appraisal processes. 

As far as the full satisfaction of workers with the performance process is concerned the mean 

responses for Andron Engineering is 2.14 showing that the workers are generally not satisfied 

with the performance process. Mean response for C.D.C is 2.57 indicating that the workers are 

generally satisfied with the performance processes. The mean responses for Ace Global is 2.24 

showing that the workers are not satisfied with the performance process and for O.N.C.C the 

mean responses is 3.5 meaning the workers are very satisfied with the performance process. 

As seen from the results of the challenges the workers of the larger companies are more satisfied 

than those of smaller companies although all the companies face some challenges with the 

process as seen above. 
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4.4 Possible measures of effective performance appraisal processes in Human Resource 

management 

Specific Objective three was 

Possible measures of effective performance appraisal processes 

 

1. Regular and quality discussions improves on performance appraisal processes. 

  

Table 8 Regular and quality discussions 

 

  

Frequency 

 

Percent 

Valid 

Percent 

Cumulative 

Percent 

Strongly disagree 16 4 4 4 

Disagree 32 8 8 12 

Neutral 64 16 16 28 

Agree 204 51 51 79 

Strongly agree 84 21 21 100 

Total 400 100 100  

 

 

As  seen  for  the  graph  figure  above  majority of  the  workers  agree  on  regular  and  quality 

discussions as a method of improving performance appraisal processes. 

2. The full involvement of managers of organizations improves on the performance process 

 
Table 9 Full involvement of managers 

  

Frequency 

 

Percent 

Valid 

Percent 

Cumulative 

Percent 

Strongly disagree 28 7 7 7 

Disagree 36 9 9 16 

Neutral 84 21 21 37 

Agree 120 30 30 67 

Strongly agree 132 33 33 100 

Total 400 100 100  
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As seen from the figure above majority of the workers strongly agree that the involvement of 

managers of organizations in performance process appraisal the process. 

3. The use of technology improves on the performance appraisal process 

 

Table 10 Technology 

 

  

Frequency 

 

Percent 

Valid 

Percent 

Cumulative 

Percent 

Strongly disagree 32 8 8 8 

Disagree 72 18 18 26 

Neutral 80 20 20 46 

Agree 140 35 35 81 

Strongly agree 76 19 19 100 

Total 400 100 100  

 

 

As seen from the table above majority of the workers agree that the use of technology will 

improve the performance appraisal process. 

4. Feedback is given after the performance appraisal process 

Table 11 Feedback 

 

  

Frequency 

 

Percent 

Valid 

Percent 

Cumulative 

Percent 

Strongly disagree 36  9 9.1 9.1 

Disagree 44 11 1.,1 20.2 

Neutral 116 29 29.3 49.5 

Agree 168 42 42.4 91.9 

Strongly agree 32 8 8.1 100 

Total 400 100 100  
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As seen from the table above majority of the workers still agree that the use of feedback will 

improve on the performance appraisal process. 

It can be seen from the above figures that a large proportion of the respondents from all the 

companies agree on the proposed measures to make performance appraisal more effective. 

To conclude, based on the analysis the performance appraisal systems did not vary based on the 

different regions because of cultural diversity where the data was collected. The difference in 

the results came from the small and large companies. 

 

4.5 Hypothesis testing \ Hypothesis of the study 

 

4.5.1 General hypothesis. 

Alternative  hypothesis  (H1)  Performance  appraisal  processes in the selected organizations 

are effective 

Null hypothesis (H0): Performance appraisal processes in the selected organizations are not 

effective. 

Specific hypothesis 

 

Alternative hypothesis (H1) There are performance appraisal processes in the selected 

organizations. 

Null  hypothesis  (H0):  There  are  no  performance  appraisal  processes  in  the  selected 

organizations. 
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Table 12 One sample T Test conducted at 5% level of significance. 

 

 Test 

Value 

= 0 

    

  
 

t 

 
 

df 

 

Sig. (2- 

tailed) 

95% Confidence 

Interval of the 

Difference 

 

    Lower Upper 

Absolute standards 25.969 399 0.00 3.09 4 

Relative standards 22.039 399 0.00 2.8 3 

 

Measuring by 

objectives 

 
 

26.41 

 
 

399 

 
 

0.00 

 
 

2.69 

 
 

3 

360 degree evaluations 

is part of the 

performance process 

5.55 399 0.21 1.65 2 
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The one sample t test is used to test the significance of a variable at a hypothesized mean 

value with the actual mean value. With the one sample t test when the significance level 

is above 0.05 it indicates that the null hypothesis is accepted but when it is below 0.05 

it means that the null hypothesis is rejected. The t test results shows that absolute 

standards, relative standards and measurement by objectives all have p-values of 0.00 at 

0.05 significance level implying that we reject the null hypothesis that says that there 

are no effective performance processes in the selected organizations. This implies that 

there are effective performance appraisal processes in the selected organizations. 

However 360° evaluation is the only performance process that has a p-value of 0.21 

at 0.05 significance level meaning the 360° evaluation is not significant as an existing 

performance appraisal trend in the organizations. 

Aternative hypothesis (H1) Performance appraisal processes have impact 

onemployees. 

Null hypothesis (H0): Performance appraisal processes have no impact on employee.  
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Table 13 One-Sample Test 

 

 

 Test 

Value 

= 0 

     

  

 

 

 

t 

 

 

 

 

df 

 

 

 

Sig. (2- 

tailed) 

 

 

 

Mean 

Difference 

95% 

Confidence 

Interval of 

the 

Difference 

 

     Lower Upper 

The performance process is 

beneficial to employees in 

monetary and non-monetary 

terms 

 

 

 

30.1 

 

 

 

398 

 

 

 

0.00 

 

 

 

3.9 

 

 

 

3.64 

 

 

 

4 

The performance appraisal 

process improves employee 

productivity and output 

 

 

32.5 

 

 

399 

 

 

0.00 

 

 

3.9 

 

 

3.65 

 

 

4 

The process helps improve on 

employee‟ strengths and 

mitigate weaknesses 

 

 

35.4 

 

 

397 

 

 

0.00 

 

 

4 

 

 

3.76 

 

 

4 
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The t test results above shows that the effectiveness of performance appraisal 

processes on employee job commitment has p-values of 0.00 at 0.05 significance 

level implying that we reject the null hypothesis that says that performance 

appraisal processes has no effect on employee work commitment. This implies that 

performance appraisal is effective on employee work commitment. 

Alternative hypotheses (H1) There are possible measures to improve on 

performance appraisal in organisations. 

Null hypothesis (H0): There are no possible measures to improve on performance 

appraisal in organizations.  
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Table 14 Sample Test II 

 

 Test 

Value 

= 0 

     

  

 

t 

 

 

df 

Sig. 

(2- 

tailed) 

 

Mean 

Difference 

95% 

Confidence 

Interval of the 

Difference 

 

     Lower Upper 

Regular and quality discussions 

improves on performance 

appraisal processes 

 

37.566 

 

399 

 

0 

 

3.77 

 

3.57 

 

3.97 

The full involvement of 

managers of organizations 

improves on the performance 

process 

 

 

30.746 

 

 

399 

 

 

0 

 

 

3.73 

 

 

3.49 

 

 

3.97 

The use of technology improves 

on the performance appraisal 

process 

 

27.935 

 

399 

 

0 

 

3.39 

 

3.15 

 

3.63 

Feedback is given after the 

performance appraisal process 

 

30.579 

 

398 

 

0 

 

3.293 

 

3.08 

 

3.51 

 

 

The t test results above shows that there are possible measures to improve on 

performance appraisal in organisations as the measures have p-values of 0.00 at 0.05 

significance level. This implies that we reject the null hypothesis that says there are no 

possible measures to improve on performance appraisal in organizations. This implies that 

there are possible measures to improve on performance appraisal in organisations. 
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4.6 Implications of the study 

Some of the organisations of the study do not have effective performance appraisals process 

and this makes employees less committed as they don’t know their level of performance. The 

implication here is that organisations should take this seriously as lack of performance appraisal 

it may hinder realisation of their goal as it is useful for employee job commitment and 

productivity. 

 

4.7 Limitations of the study 

In carrying out this research there were some difficulties encountered especially in administering 

questionnaires in the Francophone zone where the researcher needed to interpret some OF 

the questions in English 

.The ghost town effects in the Southwest also made movements difficult and expensive. 

In respond to the ghost town, there was constant rescheduling of timetable for administration 

of research instruments and other sources of additional finance sought for. the research .There 

was also problems with finding literature that are current related to the research topic 

especially due to lack of internet connection in the region. Consequently she had occasionally 

move to Douala to access the internet. 
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CHAPTER FIVE 

SUMMARY OF FINDINGS, CONCLUSION AND RECOMMENDATIONS 5.1: 

SUMMARY OF FINDINGS 

 

Specific Objective one: „To investigate the trends of effective performance appraisal processes‟. 

Based on the findings it was seen that there is more agreement than disagreement with 

the existence of effective performance appraisal processes which are absolute standards, 

relative standards, measurement by objectives and 360 evaluation. Absolute standard is a 

means by which employees are compared to a standard, and their evaluation is independent 

of any other employee.  (Dessler,  2000).  With  relative  standards  individuals  are  compared  

against  other individuals. Measurement by objectives on the other hand is management by 

objectives and it‟s a process that converts organizational objectives into individual objectives 

which according to Ingham (1995) consists of four steps: goal setting, action planning, 

self-control and periodic reviews. Jones and Bearley (1996) refer to 360 degree feedback as 

the practice of gathering and processing multi-rater assessments on individuals and feeding back 

the results to the recipients This shows how important these methods are in this process as 

these are the methods that make the performance appraisal process as seen by Decenzo and 

Robbins (1998) who point out that there are three existent approaches for measuring 

performance appraisal which are absolute standards, relative standards, measurement by 

objectives. 

These standards of performance appraisal are existent and more effective in the larger companies 

(CDC and ONCC) than smaller companies (Andron engineering and Ace Global). 360 

evaluations on the other hand is the only performance appraisal process that is not generally very 

effective in all the selected companies. 

Specific Objective two was to examine the impact of performance appraisal processes on 

employee job commitment. 

The appraisal process is beneficial to employee and a very important process as it gives the 

best time to employees to have talks with the supervisors without any hindrance and 

instruction (Orpen, 1997). 
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Based on the findings as far as the positive impact is concerned employees in the larger 

companies (CDC and ONCC) have a better perception of the performance appraisal processes, 

are more satisfied and committed to their jobs than those in the smaller companies (Andron 

Engineering and Ace Global). In other words performance appraisal has a greater impact on the 

job commitment of employees in the larger companies rather that the smaller companies. 

With regards to the challenges that the performance appraisal processes face, the results from 

the data collected from employees shows that although the process is very beneficial to workers, 

it is not without difficulties. 

Specific Objective three was to find out possible measures for effective performance appraisal 

processes‟. 

Based on the findings a large proportion of the respondents from all the companies agree on 

the proposed measures to make performance appraisal more effective. This agrees with what 

PiggotIrvine (2003) from her studies found that for performance appraisal to be effective the 

system should be confidential, informative, have clear guidelines and be educative. In order 

to have effective appraisal, the process must be embedded completely throughout the 

organisation where the values shape part of the fabric of the everyday life of the workplace. 

From these results it can be concluded that performance appraisal processes is effective 

on employee commitment. There are effective methods of carrying out this process and this 

has an impact on employee job commitment. Also there are proposed measures which can 

be used in making the performance process better and more effective. 
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5.2 CONCLUSION 

On the basis of the evidence collected, we can conclude that performance appraisal processes 

are effective in the selected organisations. Most studies that the researcher examined found 

a positive and significant effect of performance appraisal processes on employees. The average 

estimated effect of performance appraisal is positive. 

Also data collected shows that there are existing methods of performance appraisal that 

are effectively used in organizations like the absolute standard, relative standard, Decenzo 

and Robbins (1998), measurement by objectives but the 360° evaluations are not very 

prominent as organizations tend to use the aforementioned methods. This study has proven that 

these methods are more existent in the larger organizations and therefore have a greater impact 

on employees in these organizations as it makes them to be more satisfied and committed to 

their jobs. 

Performance appraisal is a very effective tool for dedication of workers to their jobs. Purcell et 

al. (2003) included appraisal as one of eleven HR practices investigated for their potential 

links to performance as it has positive effects on them like increasing their strengths while 

mitigating weaknesses, increasing motivation as well as increase productivity. But it is not 

without challenges, the process faces challenges too like the inadequacy of performance 

appraisal methods, emotions included in rating workers and inconsistency in carrying out 

the process which could affect commitment of employees to their jobs as they will not have 

100% satisfaction 

Despite the challenges faced there are possible measures like the use of feedback so that workers 

will know their strengths and weaknesses, regular and quality discussions carried out during 

the process and the use of technology to prevent any errors and make the work faster as well as 

early feedback given to workers. If such measures are implemented workers will have a better 

perception of performance appraisal and it will increase their satisfaction and commitment 

to their jobs. Rees and Porter (2004) state that for a scheme to „have any prospect of 

success it needs to be owned and driven by line management‟ (Rees & Porter, 2004, p.31) 

and senior management commitment has to be maintained (Wolff, 2005). 
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5.3 RECOMMENDATIONS 

An effective performance appraisal process is beneficial to both the employer and employee 

because after performance appraisals are carried out, usually the organisation either promotes, 

trains or transfers a worker based on the results of the appraisal. When this happens  the 

employee benefits by learning new skills and getting a job description that fits him or her thereby 

increasing the level of satisfaction and commitment to his or her job. The organisation also 

benefits because when employees are given job descriptions that fits them, the output of work 

increases. 

 The performance process should be practiced in companies because usually at the end 

of the process it helps managers to know which employees need to promoted, 

transferred, demoted or dismissed. This also makes the workers to know their 

capabilities as well as their shortcomings as those who will be promoted will know how 

appreciated they are by the company while those who will be dismissed will transferred 

or demoted will know their weaknesses. Employers could also introduce the use of 360 

degree evaluation which involves the taking into consideration many variables while 

assessing the performance of workers. This will make the decision of those who need 

to be promoted, transferred or demoted easier. 

 Also employers of small companies and start-ups should endeavor to practice 

performance appraisal effectively because research done shows that it is more prominent 

in bigger companies and their workers are more satisfied than in smaller companies. This 

process helps to bring out the strengths and weaknesses of employees so they know 

where they need to put in more efforts to its important for employers of smaller 

companies to put it into practice so it gives them the idea of their performance levels 

of their workers. 

 Feedback is a very important aspect of performance appraisal and should always be given 

after the process. This helps the employers carry out the process of job design because 

in the process of giving feedback they will know which employee is better in 

handling particular responsibilities, they will know those who are good leaders and 

those who are better as followers. Also, providing supportive feedback allows 

employees to know that managers care about their performance and success, which 

increases their levels of engagement. 
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 The use of technology for performance appraisal should be used often as it helps prevent 

rating errors and also is more time consuming as managers will not need to manually 

go back to files to review results. 

 Motivation should be given to workers who have positive results after the performance 

process has been carried out. This motivation could be given in non-monetary terms 

like positive verbal comments or monetary terms like a raise or bonus. When workers 

are motivated they will be satisfied and this will go a long way to achieve 

organizational goals as the workers will be more productive. 

 Managers should be trained to carry out performance appraisal. Meetings should also 

be held from time to time when managers are given tips and ideas on how to do it to 

avoid rating errors and lapses in the process. 

 Lastly the government and law makers should endeavor to put this process into practice 

and because performance appraisal processes are essential for organizational growth 

 

 

5.4 SUGGESTIONS FOR FURTHER RESEARCH 

On the basis of the findings it has been noticed that literature on the performance appraisal 

processes in Cameroon is very limited. So I suggest that more research should be done on 

the performance appraisal processes in government institutions like the education and health 

sectors Cameroon. 
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APPENDIX 

1 QUESTIONNAIRE 

As part of my MSc research thesis at Pan African Institute for Development, I am conducting 

a survey that investigates assessment of performance appraisal processes in selected 

companies. I will appreciate it if you could answer the following questions. 

Performance appraisal is the evaluating and rating of workers’ performances after which 

feedback is given based on the results of the evaluation. 

Instructions: Please put a tick in the box next to the answer of your choice or write in the space 

provided as the case may be. 

Part A: Personal information 
 

1. 

a) 

2. 

Age 

15-35 

Sex 

 : 

b) 26-55 

: 

 

c) 56+ 

a) Male ☐  b) Female ☐ 

5. Marital status   

a) Single ☐  b) Married ☐ c) Divorce ☐  d) Widow/widower ☐ 

3. Nature of job    

a) Permanent  ☐ b) Temporary ☐  

4. Designation :    

5. Monthly income  

 a)   Less than 50,000frs☐ b) Between 51,000-100,000frs☐ 

 b)  Between 101,000-150,000 frs☐ d) 151,000 frs and above ☐ 

Part B: Trends of performance appraisal 

1. Is the performance appraisal process practiced in the company? 

a)  Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐  d) Agree ☐ e)Strongly agree ☐ 

2. Is  there  a  standard  prepared  by  the  organization  by  which  the  performance  of  

the employees is compared to which affects commitment of employees to their jobs? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree 

☐ 

3. When carrying out the performance process does comparing your performance with 

that of your colleagues affect your dedication to your job? 
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a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree ☐ 

4. Is the performance process done based on completion of employee’s objectives and does 

it affect your commitment to your job? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree ☐ 

5. Is  360  degree  evaluations  which  is  measuring  employee’s  performance  based  on  

a number of organizational activities part of the performance process? 

 

     a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree☐ 

 

PART C: Impact of performance appraisal based on employee perception of how it affects 

their job commitment   

Positive Impact 

1. Is  the  performance  process  beneficial  to  employees  in  monetary  and  non-monetary 

terms? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree ☐ 

2. Does the performance appraisal process improve employee productivity and output? 

a)  Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree ☐ 

3) Is constant feedback given after the performance appraisal process? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree ☐ 

4) Does the use of constant feedback help improve on employee’s strengths and mitigate 

weaknesses? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree☐ 

Challenges to performance appraisal 

1. Is the process of performance appraisal done annually and consistently? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree e) Strongly agree☐ 

2. Is there inadequacy in the performance appraisal systems which shows up in shortage 

of required material and competency to carry out performance appraisal 

a) Strongly disagree ☐b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree ☐ 

3. Are  there  errors  in  the  method  of  performance  appraisal  in  either  grades  or  
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job description? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree ☐ 

4) Is feedback given constantly after performance appraisal process in order to prevent 

demotivation of employees? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree☐ 

 

Part D. Proposed measures of effective performance appraisal 

1) Can regular and quality discussions which improve employee commitment to their tasks 

improve on performance appraisal processes? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree ☐ 

2) Can the full involvement of managers of organizations improve on the performance 

process? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree ☐ 

3) The  use  of  technology  especially  computer  improve  on  the  performance  appraisal 

process? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e) Strongly agree ☐ 

4) Can the constant use of feedback improve the performance appraisal process? 

a) Strongly disagree ☐ b) Disagree ☐ c) Neutral ☐ d) Agree ☐ e ) Strongly agree 
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2.   INTERVIEW GUIDE 

As part of my MSc research thesis at Pan African Institute for Development, I am conducting 

a survey that investigates assessment of performance appraisal processes in selected 

companies. I will appreciate it if you could answer the following questions. 

Performance appraisal is the evaluating and rating of workers’ performances after which 

feedback is given based on the results of the evaluation 

 

1. Does your organization have a standard for performance appraisal? If yes, how is it done 

 
 

 
 

 
 

2. To the best of your knowledge do you think the process has an effect on the productivity 

of your employees? If yes, how effective is it? 
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3. As far as this process is concerned what are the main challenges or difficulties? 

 
 

 
 

 
 

 
 

4. What are some of the measures that can be taken by the organization to improve on 

the appraisal process 

 
 

 
 

 
 

 


