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Abstract

Performance appraisal remains a vital instrument in human resource management, providing a structured means of
assessing employee performance and ensuring alignment with organizational objectives. While its importance is
widely acknowledged, scholars continue to debate how effectively appraisal systems stimulate employee motivation.
This paper offers a conceptual review of performance appraisal practices and their influence on motivation,
drawing insights from existing literature. The study employed qualitative research design, using content analysis of
scholarly articles, textbooks, and other secondary sources to explore the subject matter. Vroom’s Expectancy
Theory serves as the theoretical foundation for this paper, emphasizing that employees are motivated when they
believe their efforts will result in strong performance and, in turn, lead to desirable rewards. The review
underscores that appraisal systems perceived as fair, transparent, and geared toward employee development can
promote recognition, career advancement, and stronger alignment with organizational goals. In contrast, appraisal
processes viewed as unjust or punitive may weaken motivation, resulting in disengagement and dissatisfaction.
Ultimately, the paper concluded that when performance appraisal systems are thoughtfully designed and effectively

executed, they can significantly boost employee motivation and enhance organizational performance.
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Introduction

In modern organizational theory and human resource
management practice, performance appraisal systems
(PAS) are considered fundamental tools for enhancing
employee motivation, productivity, and organizational
growth. In Western countries, especially the United
States, Canada, and the United Kingdom, performance
appraisals have evolved from simple rating systems to
more comprehensive and participatory approaches that
integrate feedback, development planning, and goal
alignment. These systems are designed not only to
assess past performance but also to guide future
improvement, support rewards systems, and foster
employee engagement (DeNisi & Murphy, 2017).
According to Armstrong and Taylor (2014),
performance appraisal in the West is increasingly
developmental, focusing on employee growth,
motivation, and alignment with strategic organizational
goals. Organizations in the West have adopted

DELJOMS Journal of Management Sciences (DELJOMS)

appraisal models such as Management by Objectives
(MBO), 360-degree feedback, and competency-based
assessments, which have shown significant influence
on employee morale, trust, and motivation (Pulakos,
2009). Studies have confirmed that well-designed and
fairly implemented appraisal systems can serve as a
powerful motivator, boosting employee satisfaction,
commitment, and performance (DeNisi & Murphy,
2017).

However, the effectiveness of performance appraisal
systems is contingent on organizational culture,
leadership style, and the extent to which employees
perceive the system as fair, transparent, and relevant.
Kuvaas (2006) posits that employee perceptions of
appraisal fairness significantly influenced their
motivation and work outcomes. In the Western context,
where employee rights and participatory management
are more institutionalized, the implementation of PAS
tends to yield more positive motivational outcomes.

www.deljoms.com.ng


mailto:thomastina.egbon@unidel.edu.ng

In contrast, the Nigerian context presents a mixed and
often problematic picture. While many public and
private organizations in Nigeria have adopted
performance appraisal systems, their effectiveness
remains questionable. Several studies have highlighted
that appraisal processes in Nigeria are often marred by
subjectivity, lack of transparency, political interference,
favoritism, and poor feedback mechanisms (Obisi,
2011; Eze, 2020; Nnamani, 2022; Odeyemi, 2024).
These flaws not only demotivate employees but also
erode trust in the appraisal system.

Specifically, in the Nigerian public sector, including
ministries and parastatals, performance appraisal is
often treated as a routine administrative exercise rather
than a strategic human resource development tool.
Empirical findings by Okeke et al. (2016) reveal that
many employees view the appraisal system as a
bureaucratic formality, disconnected from actual
performance or reward. Similarly, Olajide (2014) notes
that due to weak institutional frameworks, appraisal
outcomes rarely translate into promotions, training
opportunities, or meaningful career advancement, thus
dampening employee morale.

Despite the increasing awareness of the link between
motivation and performance, many organizations,
especially in the public sector, still face significant
challenges in aligning their appraisal systems with
motivational goals. As a result, this paper explored how
performance appraisal systems influence employee
motivation in organizations. It also aims to identify
contextual factors that enhance or hinder the
effectiveness of appraisal practices in motivating the
workforce.

Literature Review

Bateman and Snell (2011) describe performance as the
efficient and effective use of an organization’s
resources and capabilities to achieve predetermined
goals. This definition highlights that performance is not
limited to the attainment of outcomes but also concerns
how well both human and material resources are
managed to reach them. It reflects two key dimensions:
efficiency, doing things right and effectiveness doing
the right things.

Building on this, Orhero and Okolie (2020) stress that
performance should be evaluated through observable
behaviours rather than outcomes alone. They caution
that focusing too heavily on results may push
employees to adopt shortcuts or unethical practices just
to meet targets, thereby undermining organizational
values. Instead, behaviour-based assessment provides a
fairer and more ethical picture of employee
contribution. Supporting this view, DeNisi and Murphy
(2017) contend that performance comprises specific,
measurable actions and behaviours demonstrated by
employees on the job. These behaviours, as Orhero and
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Okolie (2020) emphasize, are vital for understanding
performance and shaping effective developmental
strategies.

Motivation, on the other hand, refers to the process of
channeling an individual’s internal drives and actions
toward specific objectives, engaging their energy to
achieve them. It begins with a recognized need, which
generates motives, produces tension, and stimulates
actions directed at fulfilling goals. Motivation,
therefore, involves encouraging people to willingly
strive toward organizational objectives by meeting their
needs (DeNisi & Murphy, 2017).

Bateman and Snell (2011) note that motivation can
stem from internal drivers, such as recognition, self-
development, and personal satisfaction, or external
rewards like salaries, bonuses, and promotions.
Feedback mechanisms after performance appraisals
help employees identify strengths and areas for growth,
while perceived fairness captures employees’ sense of
justice in appraisal processes, including fairness of
outcomes, procedures, and interpersonal treatment.
Within Nigeria’s civil service, these dynamics apply to
permanent staff employed in state ministries.
Ultimately, motivation explains how behaviour
originates, is energized, sustained, and directed. It is
shaped by both conscious and unconscious factors such
as needs, reward value, peer expectations, and
individual desires. Motivation directly influences
workplace productivity: highly motivated employees
perform their duties with greater commitment and
efficiency, while demotivated workers often deliver
suboptimal results.

Performance Appraisal Systems and Employee
Motivation

Idowu (2017) emphasized that when performance
appraisal is directly linked to organizational goals,
employees become less hesitant and are encouraged to
improve their work contributions. An effective
appraisal system helps to bridge employees’ individual
goals with the overall mission of the organization. In
the same vein, Ainnisya and Susilowati (2018) found
that appraisal systems significantly influence both job
satisfaction and motivation. Similarly, Okoth and
Florah (2019) reported that fairness in evaluation,
constructive feedback, performance-related incentives,
and goal setting had a positive and meaningful impact
on teacher motivation in a Kenyan sub-county.

Kim and Park (2017) argued that employees of non-
governmental organizations in South Korea could
demonstrate higher motivation and engagement if
appraisal systems were properly implemented. In
contrast, Al-Jedaia and Mehrez (2020) discovered that
performance evaluation criteria and leadership had
little influence on employee motivation within Qatar’s
public sector. Overall, organizational performance is
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shaped by various factors, including environment,
capital, and human resources, with human resources
often being the most critical. This underscores the
importance of motivating employees to achieve
organizational objectives. Consequently, it becomes
necessary to examine the link between employee
motivation and the key components of performance
appraisal systems.

Traditional Performance Appraisal Systems and
Employee Motivation

Traditional Performance Appraisal Systems (TPAS)
refer to long-established methods used by organizations,
particularly in the public sector, to evaluate employee
performance. These systems are typically hierarchical
and top-down, with assessments carried out once or
twice a year by supervisors. The focus is largely on
individual traits, behaviours, and past achievements,
rather than future potential or developmental growth.
One of the most common approaches is the Graphic
Rating Scale, where employees are scored (e.g., from 1
to 5) on criteria such as punctuality, communication,
and reliability. While simple to apply, this method is
vulnerable to bias and errors such as halo effect, central
tendency, or overly strict/lenient judgments (Ahmed &
Ozturk, 2022).

The Essay Method, another traditional technique,
requires supervisors to write narrative reports on
employee performance. Though it provides qualitative
detail, it often lacks structure and comparability across
units (Ibrahim & Lawal, 2021). Similarly, the Checklist
Method uses a list of traits or behaviours that
supervisors mark off, but it tends to oversimplify
performance and does not always capture employees’
actual contributions. In Nigeria and other African
countries, the Confidential Report System has been
common in the public sector. Here, senior officers
prepare confidential notes on subordinates, usually
without the employees’ knowledge or opportunity to
respond. This system has been criticized for favoritism,
lack of transparency, and limited developmental value
(Sakpere, 2021).

A major limitation of these traditional approaches is
their backward-looking nature, as they emphasize past
behaviour and subjective attributes rather than
competencies and future growth. Eke and Osagie (2023)
observe that such systems often serve administrative
purposes, like promotions or disciplinary actions, while
offering little to enhance employee motivation or
identify developmental needs. Another weakness is the
lack of employee participation. Since most traditional
appraisals exclude input from the appraisee, employees
may see the process as punitive or disconnected from
their roles (Adebayo & Olatunji, 2022). Additionally,
the fact that these reviews are usually annual makes
timely feedback and continuous improvement difficult.
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Despite these drawbacks, TPAS have persisted in
public administration due to their simplicity, cost-
effectiveness, and ease of use in large bureaucracies.
However, increasing demands for transparency,
accountability, and employee engagement have
exposed their shortcomings. Nwachukwu and Bello
(2021) note that many government institutions are now
under pressure to reform their appraisal systems by
introducing more participatory and developmental tools.
Still, TPAS can be effective when implemented with
fairness, objectivity, and consistency. When employees
perceive the process as impartial and transparent, they
are more likely to accept the results and remain
motivated (Eke & Osagie, 2023). Okoro and Udoh
(2023) argue that linking evaluations to tangible
rewards such as promotions, recognition, or
professional development opportunities significantly
boosts motivation. Likewise, Ibrahim and Lawal (2021)
contend that traditional methods can remain relevant if
built around clear performance metrics, consistent
application, and constructive feedback. In short, while
traditional systems are often rigid and outdated, they
can still motivate employees if applied fairly, linked to
meaningful rewards, and complemented with open
communication. Their overall effectiveness depends on
how well they balance administrative control with
developmental support. Without reform toward greater
transparency and participation, however, TPAS risk
discouraging rather than motivating employees,
especially in the public sector.

360-Degree Appraisal and Employee Motivation
Bateman and Snell (2011) describe the 360-degree
appraisal as a comprehensive performance evaluation
method that collects feedback from multiple
individuals who interact with an employee in different
roles. Unlike traditional approaches that rely solely on
a supervisor’s judgment, this system integrates
perspectives from managers, colleagues, subordinates,
and in some cases, external stakeholders such as
customers. The intention is to generate a more balanced
and holistic view of an employee’s performance and
interpersonal effectiveness.

According to Armstrong (2009), the 360-degree
appraisal  typically measures an employee’s
performance across areas such as teamwork, leadership,
communication, customer service, and professionalism.
Results are usually compiled into a structured report,
highlighting both strengths and areas that need
improvement. This multi-rater format helps uncover
patterns of behaviour and competencies that may not be
captured by one-sided, top-down evaluations.

One of the major strengths of the 360-degree approach
is its ability to provide a fuller picture of how an
employee is perceived throughout the organization. For
instance, an employee who does not get along well
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with a supervisor might still be rated highly by peers,
team members, or clients for collaboration and service
delivery. Because feedback is gathered from diverse
sources, employees often find it more credible and
objective, making them more willing to act on it.
Bateman and Snell (2011) note that this broad
evaluation process often stimulates behavioural
improvement and motivates employees to enhance both
technical expertise and interpersonal skills.

This system also aligns well with employee
development. It promotes fairness, accountability, and
continuous feedback, as employees are not only
assessed but also participate in evaluating others. As
Armstrong and Taylor (2017) observe, such inclusivity
fosters trust, strengthens motivation, and enhances
engagement. However, limitations exist: employees
may hesitate to give critical feedback for fear of
conflict, leading to inflated ratings, while the process
itself can create tension among participants (Orhero &
Okolie, 2020). Despite these challenges, the 360-
degree appraisal has proven to be an effective
developmental and motivational tool when supported
with coaching and structured improvement plans. By
encouraging self-awareness, openness, and collective
responsibility, it supports both individual growth and
organizational performance (Armstrong & Taylor,
2017).

Management
Motivation
Management by Objectives (MBO) is a performance
management technique that focuses on clear goal
setting, accountability, and shared responsibility
between supervisors and subordinates. First introduced
by Peter Drucker in 1954, the concept has become a
widely applied framework for aligning employee goals
with organizational priorities, thereby promoting
autonomy and responsibility in the workplace
(Bohlander & Snell, 2007). The central idea of MBO is
that employees and their supervisors jointly establish
specific, measurable objectives that guide performance
over a defined period. Progress toward these goals is
reviewed periodically, with constructive feedback and
adjustments provided when necessary. Because
employees actively participate in setting their targets,
performance evaluation becomes more transparent and
objective, reducing ambiguity and strengthening
accountability (Bateman & Snell, 2011; Armstrong &
Taylor, 2020).

Research in human resource management emphasizes
that involving employees in goal-setting increases
motivation, ownership, and satisfaction. Workers are
more committed to objectives they helped define,
which fosters clarity and reduces miscommunication
(Dessler, 2021; Aguinis, 2019). A major strength of
MBO lies in its fairness, it evaluates employees based

by Objectives and Employee
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on measurable outcomes rather than subjective traits,
minimizing bias and improving trust in the appraisal
system (Armstrong & Taylor, 2020). MBO also
empowers employees by giving them flexibility in how
they achieve results. This autonomy often enhances
creativity, initiative, and engagement, contributing to
long-term organizational success (Meyer et al., 2020).
Still, challenges exist overly ambitious goals can
discourage employees, while rigid adherence to targets
may reduce adaptability in changing environments
(Bateman & Snell, 2011; Dessler, 2021).

To address these limitations, contemporary approaches
often combine MBO with tools like the balanced
scorecard, integrating short- and long-term objectives
with developmental feedback. When implemented with
participation, clarity, and a supportive culture, MBO
has a strong positive effect on motivation, improving
both individual performance and organizational growth
(Dessler, 2021; Aguinis, 2019).

Critical
Motivation
The Critical Incident Method (CIM) is a qualitative,
behaviour-based appraisal technique that focuses on
systematically recording and analyzing “critical
incidents”, key events that highlight either highly
effective or ineffective employee behaviours in the
workplace. These incidents serve as the foundation for
appraisals, coaching, feedback sessions, and
developmental discussions (Dessler, 2023). Unlike
traditional methods that emphasize routine tasks, CIM
concentrates on pivotal moments that significantly
affect organizational objectives, customer satisfaction,
or team effectiveness. Such events are not everyday
occurrences but performance-defining situations that
reveal an employee’s strengths or weaknesses.
According to Aguinis and Burgi-Tian (2021), CIM
provides contextualized, concrete examples, making
evaluations more reliable and actionable.

Unlike rating scales or general impressions, CIM is
anchored in observable behaviour. For instance, in
customer service, a critical incident may involve an
employee skillfully handling a difficult client, thereby
preserving goodwill and organizational reputation.
Because of its focus on actions rather than traits, CIM
helps reduce bias and halo effects while supporting
fairer assessments (Armstrong & Taylor, 2023). It also
aligns with the shift toward continuous performance
management, where timely feedback is prioritized over
annual reviews (Pulakos et al., 2019).

One of CIM’s greatest strengths lies in its accuracy and
developmental value. By offering behaviour-specific
feedback grounded in real examples, it builds trust
between managers and staff while linking evaluations
to professional growth goals (Boxall & Purcell, 2022).
Employees often find this feedback more credible,

Incident Methods and Employee
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motivating them to repeat positive behaviours and
address areas for improvement (Aguinis & Burgi-Tian,
2021). Furthermore, the method fosters accountability,
as employees know their actions, positive or negative
are observed and recognized (Dessler, 2023).

Despite these advantages, CIM is not without
challenges. It demands consistent observation and
documentation, which can be time-consuming, and
results often vary depending on a manager’s diligence
or interpretation of what counts as “critical.”
Overemphasis on negative incidents or inconsistencies
in documentation may reduce fairness and employee
morale (Boxall & Purcell, 2022). Similarly, in roles
where performance is less visible or team-based, CIM
may fail to capture the full scope of contributions
(Pulakos et al., 2019).

Still, when properly implemented, CIM can strongly
influence employee motivation. Its fairness, specificity,
and developmental orientation encourage transparency
and trust, while ongoing feedback reinforces learning
and engagement. As Armstrong and Taylor (2023)
suggest, the method is most effective when balanced
with both positive and negative observations and
delivered in a constructive tone. Used this way, CIM
strengthens motivation, aligns individual behaviour
with organizational success, and promotes a culture of
accountability and recognition.

Ranking and Paired Comparison Methods and
Employee Motivation
The Ranking Method and the Paired Comparison

Method are traditional performance appraisal
techniques designed to evaluate and compare
employees for administrative decisions such as

promotions, bonuses, demotions, or terminations.
While they are simple and cost-effective, these
methods have come under increasing criticism for their
limited accuracy, subjectivity, and potential negative
impact on employee motivation in contemporary
organizations (Boxall & Purcell, 2022).

The Ranking Method involves arranging employees in
order of perceived overall performance, from the best
to the weakest. This approach does not depend on
predetermined criteria but rather on the supervisor’s
general impressions of employee contributions. As
Dessler (2023) points out, it works best in small
organizations where managers directly observe staff
performance. However, its simplicity makes it
vulnerable to bias, favoritism, or the recency effect.
Armstrong and Taylor (2023) argue that this method
offers little developmental value, as it provides
employees with limited feedback about their strengths
or areas for improvement.

The Paired Comparison Method builds on ranking by
requiring evaluators to compare employees two at a
time, selecting the stronger performer in each pairing.
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Scores are tallied to determine overall rankings
(Aguinis, 2019). Although this method reduces some
rating errors, it becomes impractical with large teams,
as the number of comparisons grows rapidly (Mondy &
Martocchio, 2016). Like ranking, it remains subjective
and does not provide actionable feedback.

Both methods are valued for their clarity and ability to
highlight performance extremes, making them useful in
contexts with limited promotion or reward
opportunities  (Dessler, 2023). However, their
comparative nature may foster competition rather than
collaboration and leave employees with little guidance
for improvement (Armstrong & Taylor, 2023). Recent
studies suggest that when ranking is combined with
individualized feedback, it can motivate both high and
low performers, but without developmental support,
those ranked lower often feel discouraged (Nvene et al.,
2023).

In modern organizations, these methods are
increasingly being replaced or supplemented by
participatory and developmental approaches such as
360-degree feedback, Behaviourally Anchored Rating
Scales (BARS), and Management by Objectives
(MBO), which not only evaluate performance but also
provide actionable insights to enhance motivation and
engagement (Aguinis, 2019; Dessler, 2023). Thus,
while ranking and paired comparison remain useful in
specific contexts, their limitations make them less
suitable for dynamic, feedback-driven workplaces.

Theoretical Framework

The subject of performance appraisal systems and
employee motivation has become a central issue in
organizational behaviour and human resource
management, drawing global attention. These themes
continue to generate widespread debate and scholarly
interest because of their significant influence on
employee  productivity, job  satisfaction, and
organizational effectiveness. In addressing these issues,
researchers have advanced multiple theoretical
perspectives to explain how and why employees
respond differently to appraisal methods and
motivational practices. Among these perspectives,
Expectancy Theory provides a useful framework for
analyzing the study’s focus. It offers a systematic way
of explaining how appraisal systems shape employee
attitudes, engagement, and performance outcomes.

Expectancy Theory

Originally developed by Victor Vroom in 1964,
Expectancy Theory explains employee motivation by
linking effort, performance, and outcomes. It suggests
that individuals are motivated when they believe their
effort will result in strong performance and that such
performance will lead to valued rewards (Vroom,
1964). The theory, rooted in cognitive psychology,
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highlights the rational decision-making employees
engage in when choosing how much effort to invest in
their work (Lunenburg, 2011).

The model is built around three key elements:
expectancy, instrumentality, and valence. Expectancy
is the belief that effort leads to performance, shaped by
resources, skills, and support. Instrumentality reflects
the trust that good performance will be rewarded.
Valence concerns the importance employees attach to
rewards, financial, promotional, or intrinsic (Parijat &
Bagga, 2014). Motivation thrives when all three
components align positively; if one is lacking,
motivation weakens.

In performance appraisal systems, transparency,
fairness, and clear reward linkages strengthen
employee motivation. Studies show that employees
engage more positively when they see a direct
connection between their contributions, appraisal
outcomes, and rewards (Giingdr, 2011). Conversely,
unfair or unclear systems undermine trust and
commitment (Kanfer, Frese, & Johnson, 2017).
Expectancy Theory remains highly relevant today,
offering managers a guide for designing appraisal
systems that not only measure performance but also
inspire motivation by aligning employee expectations
with organizational goals.

Strengths and Weaknesses of Expectancy Theory
Expectancy Theory has long been acknowledged as a
valuable framework for explaining what drives
employee motivation, especially within structured
organizations. A major strength of the theory is its
focus on the thought processes behind motivation.
Rather than seeing employees as passive, it highlights
how individuals make deliberate choices about their
effort based on the likelihood of success and the
attractiveness of rewards (Vroom, 1964). This makes it
more sophisticated than simplistic “carrot-and-stick”
models of motivation. Another advantage of the theory
lies in its adaptability. Because it is grounded in
perceptions of expectancy (effort—performance link),
instrumentality  (performance-reward link), and
valence (value of reward), it can be applied across
sectors, industries, and job levels. This flexibility
allows managers to design tailored motivational
strategies  that  consider employees’  varying
expectations and values (Lunenburg, 2011).

The model also provides practical guidance for
managers. By pointing to three areas, boosting
employee confidence, ensuring fair and consistent
rewards, and aligning rewards with what employees
truly value offers a structured approach to enhancing
motivation (Parijat & Bagga, 2014). This is particularly
useful in designing appraisal systems, incentive
structures, and development programs. Furthermore,
because it ties effort directly to performance outcomes,
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the theory reinforces accountability and performance-
driven cultures, making it highly relevant to systems
like performance appraisals and goal-setting (Isaac,
Zerbe, & Pitt, 2001). Empirical research also supports
its predictive value, showing that employees are more
motivated when they trust that their efforts will
produce meaningful results (Kanfer, Frese, & Johnson,
2017).

Despite these strengths, the theory has been criticized
for certain limitations. One of the main concerns is its
assumption of rational decision-making. In practice,
emotions, social relationships, politics, and biases often
influence employee behaviour, meaning that people do
not always act as rational calculators (Kanfer, Frese, &
Johnson, 2017). Another weakness is its individual
focus, as it overlooks how group dynamics,
organizational culture, and leadership can also shape
motivation (Latham & Pinder, 2005). This is
particularly relevant in collectivist contexts, where
team outcomes may be valued more than individual
rewards.

The theory also presumes that employees clearly
understand how their effort connects to outcomes. In
organizations with unclear metrics or inconsistent
reward systems, this link may not be obvious
(Lunenburg, 2011). Measuring expectancy,
instrumentality, and valence in real settings is also
difficult, as these factors vary widely depending on
personal values and past experiences (Mitchell &
Daniels, 2003). Additionally, the framework gives less
attention to intrinsic motivators like autonomy,
meaning, or personal growth, which play a crucial role
in creative or service-oriented work (Gagné & Deci,
2005).

Finally, Expectancy Theory is most effective in
structured environments with predictable outcomes. In
fast-changing or highly creative roles, where
performance and rewards are less directly connected,
its practical application becomes limited (Kanfer et al.,
2017).

Application of the Theory to the Study

Vroom’s Expectancy Theory offers a valuable
framework for explaining how performance appraisal
systems influence employee motivation. The theory
suggests that people are driven to exert effort when
they believe three key conditions are fulfilled: their
effort will result in successful performance
(expectancy), good performance will be acknowledged
and rewarded (instrumentality), and the rewards
provided will be meaningful to them (valence).

In the context of performance appraisal, this implies
that employees become more motivated when they are
confident that their contributions will be assessed fairly
through an unbiased appraisal process. When
appraisals accurately capture their performance,
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workers anticipate that such recognition will translate
into tangible benefits, such as promotions, salary
increments, professional training, or intangible rewards
like acknowledgment and career growth. Importantly,
these rewards must resonate with employees’ personal
goals and priorities, whether that is financial security,
stability, or career advancement.

On the other hand, when the appraisal process is
perceived as unfair, inconsistent, or unrelated to
meaningful rewards, employee motivation tends to
weaken. For instance, if excellent performance is
overlooked or if rewards fail to meet expectations,
employees may lose interest, become dissatisfied, and
reduce their level of effort.

Thus, expectancy theory emphasizes the need for
appraisal systems that are transparent, equitable, and
connected to rewards valued by employees. Such
systems strengthen the belief that hard work produces
worthwhile outcomes, thereby enhancing motivation
and reinforcing organizational commitment.

Empirical Review

Devisri and Sheeba (2025) highlight that a properly
implemented performance appraisal system promotes
transparency, acknowledges employee efforts, and
provides direction for career growth. When the process
is fair, it strengthens employee—organization
relationships, increasing satisfaction and retention.
Thus, performance appraisal serves not only as an
evaluative tool but also as a driver of motivation and
organizational effectiveness. Similarly, Gupta and
Sharma (2016) found that transparent and unbiased
appraisal practices significantly improve employee
morale, engagement, and productivity. Employees who
received consistent feedback felt valued and motivated,
while organizations with structured appraisal systems
experienced lower turnover and improved overall
performance.

Karahan and Kurtulmus (2017) explored the link
between appraisal and motivation through both
literature and interviews with ten managers,
supervisors, and team leaders. Their findings revealed
that most managers believed appraisals positively
influence motivation, especially when feedback is
emphasized. They concluded that performance
appraisal contributes meaningfully to employee
motivation. In a Nigerian context, Orhero and Okolie
(2020) examined appraisal practices within the Edo
State Internal Revenue Service. Using a survey of 150
respondents and statistical analysis, they found that
appraisal components such as Management by
Objectives (MBO), feedback, and 360-degree
evaluation had significant positive effects on employee
performance. The study emphasized that well-
structured appraisals enhance productivity, strengthen
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organizational success, and should be communicated to
employees as developmental rather than punitive tools.
In Nepal, Dangol (2021) investigated how appraisal
processes influence motivation, using descriptive
design and data from 120 service-sector employees.
Results showed that regular and fair evaluations
strongly boost morale and performance. The study
stressed that continuous feedback and clear
expectations are crucial, recommending that appraisal
be treated as an ongoing process rather than a yearly
ritual. Similarly, Fakai (2022), studying commercial
banks in Sokoto State, Nigeria, found a strong positive
relationship between objective appraisal criteria and
employee motivation. Employees remained committed
when evaluations were based on clear, measurable
standards tied to career growth and rewards.

Farhad and Nazrul (2023) examined private banks in
Bangladesh and confirmed that fair appraisal systems
enhance motivation and retention. Employees viewed
the process positively when compensation, rewards,
and feedback were linked to evaluations. The authors
recommended regular review of appraisal practices,
stronger reward systems, and participatory work
environments to sustain motivation and commitment.
In the Indian business administration sector, Chaitanya,
Teas, and Bhavikatti (2025) also confirmed the
motivational role of appraisal, noting its impact on
career growth, job satisfaction, and performance. They
suggested that HR systems adopt fairer and clearer
appraisal frameworks to strengthen morale and
productivity.

Finally, Keerthivasan and Meera (2025) evaluated
appraisal systems across corporate and manufacturing
sectors, using responses from 80 employees. Their
study found that frequent, constructive, and transparent
evaluations significantly enhance satisfaction and
engagement. However, they also identified challenges
such as bias and lack of openness. The authors argued
that as workplaces evolve, appraisal systems must
adapt through digital tools, personalized feedback, and
career-centered goals. They concluded that fostering a
culture of fairness, communication, and growth is
essential for maintaining motivation and long-term
organizational success.

Research Methods

This paper adopted a qualitative research design aimed
at gaining deeper insights into performance appraisal
systems and their impact on employee motivation. The
choice of a qualitative approach was appropriate, as it
facilitated the exploration of ideas, viewpoints, and
interpretations found in existing scholarly works. The
data for the study were obtained entirely from
secondary sources such as peer-reviewed journal
articles, academic textbooks, conference proceedings,
and reputable online publications related to human
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resource management, performance appraisal, and
employee motivation.

The main technique used for data analysis was content
analysis. This process involved systematically
examining, interpreting, and synthesizing information
from the reviewed literature to identify recurring
themes, patterns, and areas of divergence. The analysis
was further guided by Vroom’s Expectancy Theory,
which provided a conceptual lens for understanding the
link between appraisal practices and employee
motivation. Drawing on secondary data enabled the
paper to access diverse scholarly contributions and
ongoing debates, thereby ensuring comprehensive
coverage of the subject.

Through this method, the paper overcame the
constraints of primary data collection while still
maintaining a rigorous engagement with established
knowledge. The qualitative content analysis, therefore,
offered a solid basis for evaluating how performance
appraisal systems can either encourage or diminish
employee motivation within organizational contexts.

Conclusion
This paper examined the relationship between
performance appraisal systems and employee

motivation, highlighting both theoretical perspectives
and practical realities. Performance appraisal remains
central to human resource management, not only as a
tool for evaluating contributions but also as a means of
aligning employee performance with organizational
goals. However, its motivational impact largely
depends on how appraisal systems are designed,
communicated, and implemented.

Vroom’s Expectancy Theory provides a useful
framework for understanding this link. The theory
holds that employees are motivated when they believe
effort will lead to good performance (expectancy),
performance will be rewarded (instrumentality), and
the rewards are meaningful to them (valence). Applied
to appraisals, motivation increases when employees
perceive the process as fair, transparent, and tied to
outcomes they value, such as promotions, recognition,
or career growth. By contrast, biased or inconsistent
appraisals reduce trust and weaken motivation.

The review emphasizes that the strength of
performance appraisal lies in its application rather than
its mere existence. Systems that focus only on criticism
can damage morale, while those that highlight strengths,
provide feedback, and support employee development
foster stronger commitment. Importantly, appraisal
systems should reflect individual differences, since
employees value different rewards, financial incentives,
career opportunities, or work-life balance. A flexible
and inclusive approach is therefore more effective than
a uniform system.
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Fairness and transparency emerged as critical factors in
building employee trust. Clearly communicated criteria
and employee involvement in goal-setting enhance
ownership and reduce bias, making appraisal a
participatory process. Beyond motivation, appraisals
also offer valuable management insights into training
needs and performance gaps, strengthening both
individual growth and organizational development.
Nonetheless, challenges persist. Poorly trained
managers, rigid organizational cultures, or lack of
empathy can undermine the credibility of appraisals.
Consistency in linking effort, performance, and reward
is crucial to sustain motivation.

In conclusion, performance appraisal systems can be
powerful drivers of motivation if they are fair,
transparent, and strategically linked to meaningful
rewards. Guided by expectancy theory, organizations
should view appraisal as a motivational strategy rather
than a routine exercise—one that values employees,
builds trust, and enhances overall performance.
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