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LITERATURE REVIEW
2.0	INTRODUCTION 
Literature available indicates that a lot of researches have been conducted on performance management. However, for this study, this literature review is focused on performance management, performance management in general, the history of performance management, consequences of appraisal and design of appraisal system. 
2.1	CONCEPTUAL REVIEW
2.1.1	Concept of Management Policy
Maximizing performance is a priority for most organizations today, (Mathis et al, 2004). Every employer desires that his employee does his or her job well and this can be achieved through managing performance. According to Aguinis (2007), performance management is a continuous process of setting goals and objectives, identifying, measuring and developing the performance of individuals and teams and aligning performance with strategic goals of the organization. From the above definition, it is important to emphasize that, performance management is not static but an ongoing process in order not to deviate from organization's goals and objectives. It also means that performance needs to be reviewed at every stage of the performance process so that corrections can be made instantly. 
Performance management is also concerned with improving not only the performance of the individual, but also the performance of the team and the organization so that the aim of the organization will be achieved. In a statement by Armstrong and Baron (1998) as cited in Foot and Hook (2005), performance management is a devise or tool to ensure that mangers do manage human resources effectively. The writers continued to explain that managers should ensure that the employees or teams they manage know and understand what is expected of them, have skills necessary to deliver on these expectations, given feedback and have the opportunity to discuss and contribute to individual and team aims and objectives. Since performance management system is a subset or an integral part of performance management, performance management will be dealt with in more detail. 


2.1.2 Performance management 
It is always important for managers and supervisors to get the best performance from their workforce in terms of levels of production and quality of output (Foot and Hook, 2005). In order to achieve this, certain systems or programmes such as performance management need to be put in place. The success or failure of performance management programmes depends on the philosophy underlying it, its connection with business goal, and the attributes and skills of those responsible for its administration. 
According to Dessler (2005), performance management means evaluating employees' current and or past performance relative to his or her performance standards. That is employees will be assessed after a given period of time what they have been able to achieve by a target set. This will also help supervisors to know how well their subordinates are performing on their jobs. 
Hodgetts and Kroeck (1992), hold the view that performance management is the systematic observation, evaluation and description of work-related behavior. By this, an employee is observed from time to time by critically considering what knowledge, ability and skills he uses to accomplish the task. 
According to Foot and Hook (2005), performance management regularly records an assessment of an employee's performance, potential and developmental needs. This also means that appraisal is an opportunity to take an overall view of work contents, loads and volumes, to look back on what has been achieved during the reporting period and agreed objectives for the next. This definition clearly shows that in appraising employee performance the employee does get feedback about his or her past performance but indicates that in performance management there is the opportunity to assess various aspects of an employee's work performance by looking back at how they have performed in the past and then by looking forward to agree on future objectives or workload. 
Fletcher and Williams (1985), have gone further than the definition above of appraisal, and have said that the assessment of people is not the only thing that we do when we appraise a person's work performance. They feel that there are two conflicting roles involved in appraisal - those of judge and helper. The writers hold the view that when we want to appraise employees, it should be done in an objective manner rather than subjective and also, we should try to help employees to improve aspects of their performance that seem deficient by way of providing developmental opportunities in order to help them improve their performance and also assess their own development needs. 
Writers such as Drucker (1954) have continued to be enthusiastic about appraisal. He indicated that to appraise a subordinate and his performance is part of the manager's job and unless he does the appraising himself he cannot adequately discharge his responsibility for assisting and teaching his subordinates. Drucker's view as a whole is that managers are responsible for achieving results. These results are obtained from the management of human, material and financial resources, all of which should be monitored. Monitoring means the setting of standards, measuring performance and taking appropriate action to improve performance by means of training and help. 
Other writers such as McGregor (1960) are critical of formal appraisal. He argued that, appraisal programmes are designed not only to provide more systematic control of the behavior of subordinates, but also control the behavior of superiors. He thus sees them as promoting the cause of theory ‘X’ that is a management styles that assumes that people are unreliable, unable to take responsibility and therefore require close supervision and control. Drawing from Drucker and McGregor’s assumption, it is important for organizations to set realistic and achievable goals or targets for both subordinates and their immediate managers or supervisors. This should be done by having an effective monitoring system put in place as this will ensure that desired results are achieved. 
It is also important to note that whenever the argument of performance management is more about practicality than managerial philosophy, the main issue is not whether performance management, in itself, is justified but whether it is fair and accurate. (McBeath et al 2015), in discussing salary administration, commented that equitable salary surveys of competitive levels, employee appraisal and effective salary planning. For them, appraisal is part and parcel of an important personnel activity salary planning and administration. They are left to accept, however, that, it is clearly essential to make some attempt at measurement of performance if the appraisal is to be taken seriously as a factor which will influence salaries. Performance management by nature requires that there is the need for goal setting and expectation of results. 
Goal setting theory claims that people work better when they have clear realizable and significant goals and argues that people will put more E’s (energy, effort, enthusiasm, excitement and so on) onto their work if they believe their effort will result in tangible achievements that will help them fulfill personal needs, Marbey and Salaman (1995). 
Performance management systems can provide organizations with valuable information to assist in the development of organizational strategies and planning. The information gained from this process can assist in the following areas: 
i. Management development – assists in identifying and developing future management potential. 
ii. Performance improvement – assists organizations in increasing performance and overall productivity. It works towards identifying strengths and managing weaknesses. 
iii. Feedback – it provides clarity to employees about an organization’s expectations regarding performance levels. 
iv. Human resource planning – provides an opportunity to audit and evaluate current human resources and identify areas for future development. 
In many appraisal schemes, staffs receive an annual appraisal and for many organizations this may be sufficient. However, the frequency of appraisal should be related to the nature of the organization, the purpose and objectives of the scheme and characteristics of the staffs employed (Mullins, 2002). Drawing from Mullins view, it is important for organizations to determine the frequency of its appraisal programme. 
2.1.3 History of performance management 
Though the practice of performance management has increased over the years, the practice of evaluating employees existed for centuries. Systematic employee appraisal performance became a key feature in personnel just after the end of World War I. During the war, Walter Dill Scott succeeded in influencing the United States Army to adopt 'man-to-man' rating system for evaluating military officers, although formal performance management probably started in the United States in 1813 (Bellows and Estep, 1954) when Army General Levis Cass submitted to the War Department an evaluation of each of his men using such terms as 'a good-natured man' or Knave despised by all' (Murphy and Cleveland, 1995). 
Most of the merit rating plans from 1920 to the mid1940s were of the rating scale type with factors, degrees and points. Indeed the analogy between a point plan of evaluation and a rating scale plan of merit is very close. From the early 1950's greater emphasis was paid to the performance of technical, professional and a managerial personnel, the terminology has also been changing over the years. So of the other terms currently being used includes personnel appraisal, progress report service rating and performance evaluation, and personnel review and fitness report. 
2.1.4	Consequences of performance management 
In a research by Haberstroh (1995), he drew two conclusions indicating that "first, performance reporting is omnipresent and necessary so, second, almost every individual instance of performance reporting has something wrong with it". Performance management therefore remains omnipresent and problematic even today. Mohrman, et al (1989) has identified the following as some positive and negative consequences of performance management. 
2.1.5 Some positive results of performance management 
· The person whose performance is appraised may develop an increased motivation to perform effectively. 
· The self and staff esteem may be increase
· The job of the person being appraised may be clarified and better defined 
· Valuable communication can take place among the individuals taking part which also include communication between the supervisor and subordinate.
· Encourage increased self-understanding among staff as well as insight into the kind of development activities.
· Rewards such as pay and promotion can be distributed on a fair and credible basis.
· Organizational goals can be made clearer, and they can be more readily accepted.
· Valuable appraisal information can allow the organization to do better manpower planning, test validation, and development of training programmes.
· Better and timely service provision, there is greater citizen satisfaction. 

2.1.6	Some negative results of performance management 
· The self-esteem of the person being appraised and the person doing the appraisal may be damaged.
· Large amount of time may be wasted 
· The relationship among the individuals involved may be permanently worsened; thereby, creating organizational conflicts 
· Performance motivation mar5y be lowered for many reasons, which includes the feeling that performance measurement means no rewards for performance
· Money may be wasted on forms, training and a lot of support services. 
2.1.7 The design of appraisal system 
Many organizations are taking a fresh look their performance management systems as a means of improving organizational and individual performance leading to growth of organizations. Designing a performance management system is a challenging process. 
Mohrman et al (1989) offer organizations a framework for developing credible systems of appraisal. Mohm1an suggested some steps to follow when, designing appraisal system. 
Step 1: According to Mohrman et al in the design process, it is important to select the right people to design for the system. This should involve managers, employees and human resource professionals. 
Step 2: This step considers a process to guide the design to be chosen. It is important to consider whether to use a consultant, a task force, and or a centrally controlled body. 
Step 3: Mohrman et al pointed out that before designing the appraisal system, there is the need to undertake an organizational assessment and determine the appraisal system's intended purpose. 
Step 4: The primary objective of the organizational assessment is to pinpoint the impetus for change, and the definition of purpose is to provide guideposts for the people responsible for the designing.
Step 5: Step five introduces the design of the appraisal system. In doing this, the organization should examine its culture and design a system that is in accordance with it or capable of changing it. 
Step 6: This stage the design is implemented by first using it as an experiment. 
Step 7: This is the last step and it is important for organizations to follow an evaluation plan with an understanding of how the use of the information it provides will improve the system. 
"A single performance management system that tries to meet all purposes ends up failing to meet any" Mohrman et al. They therefore suggest that a" single performance management system should focus on a single purpose in order to meet it objectives.
Brown (1989), also holds similar view with Mohrman et al on the design of performance management. He indicated that when designing an appraisal system the following questions need to be asked: 
· Are staff members involved in determining the appraisal critical and standards? 
· Are the organizational goals of the subunits integrated into the appraisal plan?
· Are staff members involved in planning and implementation of the appraisal process?
· Is the appraisal process congruent with organizational climate and management style of the administrators?
· Have adequate job descriptions based on job analysis been written? 
· Have weights or priorities been assigned to job expectations?
· Is available expertise being employed for consultation?
· Is the purpose of the performance management system clearly articulated and congruent with staff and management needs and expectations?
· Has a process been worked out to monitor and evaluate the system? 
· From the aforementioned when organizations answer these questions properly they are likely to succeed in having an effective appraisal system. 
According to Leopold et al (2005) critics have continued to point out that the political and contextual factors that surround the rating process, probably account for the failure to design valid rating scales.
The success of appraisal scheme will, in part, reflect the contingent fit as negotiated by managers and staff between, to use Mohrman et al's terms, appraisal scheme and correct, or necessary, solution to the design problem, but to the degree of acceptability that a scheme has among all the parties with an interest in it. 

2.1.8 Performance management process 
Performance management system may vary from one organization to another. For a performance management scheme to be workable, it should follow a process. Robbins (1982), has identified six steps that need to be followed when using an appraisal system. 
This has been put in a diagram below. 
Established performance standards with employees 
Communicate performance expectation 
Measure actual performance 
Compare actual performance with standards 
Discuss result with employee 
If necessary, initiate corrective action 
2.1.9 Established performance standard 
The first step in the process is the setting up of the standards to be used as the base to compare the actual performance of the employees. Performance standards provide the employee with specific performance expectations for each major duty. They are observable behaviours and actions which explain how the job is to be done plus the results that are expected for satisfactory job performance. This should be in accordance with the organization strategic goals. 
According to Cascio (1992), performance standards should contain certain two basic kinds of information for the benefit of both employee and of supervisor: what is to be done and how well it is to be done.
2.1.10 Communicate performance expectation 
In the second step the writer explained that communicating performance standard to the employee is very essential. The employee should be informed and the standard should be clearly explained to the employee. This helps the employee to understand his role and to know what exactly is expected of him. Blank and Slipp (1994), also share similar view that when conducting performance management, supervisors should clearly convey work expectations and make sure that employees understand these expectations. This can be accomplished by incorporating equal performance standards for all employees. 
2.1.11 Measure actual performance 
The third step in the process is measuring the actual performance of employee. Measuring actual performance is to find the worth of employee performance of a task after a given period. To determine what actual performance is, it is necessary to acquire information about it. Four common sources of information are available to managers or supervisors with which they use to measure actual performance: personal observation, statistical reports, oral reports and written reports, De Cenzo et al (2014). Measurement of actual performance should be done through the criterion set down any attempt to measure actual performance and different criteria is used will not yield the desired result. 
2.1.12 Methods of performance management 
The previous section described the appraisal process m general terms. This section however talks about specific ways m which management uses various widespread methods in performance management programme m order to achieve goals of the organization. The review considered the approaches by Bohlander and Snell (2004) and then De Cenzo and Robbins (1996). Bohlander and Snell, say performance management methods can be broadly classified as (i) measuring (graphic rating scale, mixed-standard scale, forced-choice method, essay method) (ii) behaviour (critical incident method, behavioural checklist, behaviourally anchored rating scale-BARS) and results. On the other and De Cenzo and Robbins have grouped appraisal methods under the following headings; (a) absolute standard (essay method, the critical incident method, adjectives rating scale, forced-choice method, behaviourally anchored rating scale-BARS), (b) relative standards (group order ranking, individual ranking, and paired comparison) and (c) objectives. The various methods are described below. 



2.2	THEORETICAL FRAMEWORK
2.2.1 Behavioral Checklist theory
As indicated by Bohlander et al (2014); the behavior checklist method consists of having the rater check those statements on a list that the rater believes are characteristics of the employee's performance or behaviour. Cascio (1992), also explains that the rater is provided with a series of statements that describe job- related behaviour. From the explanation given, the three writers share similar view on the behavioral checklist method. Cascio however, pointed out that descriptive rating are likely to be more reliable than evaluative (good- bad) ratings. In choosing a particular method therefore it is important for organizations to consider it strategy goals and its employees. 
2.2.2 Mixed standard scale theory
According to Bohlander and Snell this method is the modification of the basic rating-scale method. He indicated that instead of evaluating traits according to a single scale, the rater is given three specific descriptions of each trait. The purpose of this is to reflect three levels of performance: superior, average and inferior. After the three descriptions for each trait written, they are accordingly sequenced to form the mixed standard scale. The advantage of the mixed-standard scale method is that the rater does not deal with numbers. Consequently, some of the most common errors associated with rating are overcome. Additionally, analysis of rater response patterns can identify raters whose use of the scales is haphazard. A drawback of mixed-standard scales is that scale values are not known. Consequently developmental information is lost. 
2.2.3 Forced - choice theory
This Theory requires the rater to choose from statements, often in pairs, that appear equally favourable or equally unfavourable. The purpose of the statement is to distinguish between successful and unsuccessful performance. The forced - choice method is not without limitations of which the primary one being the cost of establishing and maintaining its validity. 
2.2.4 Results method 
According to Bohlander and Snell, instead of looking at traits of employees and the behaviours they exhibit on the job, many organizations evaluate employee accomplishments- the result they achieve through their work. Advocates of result approach argue that they are more objective and empowering for employees. Results appraisals often give employee responsibility for their outcomes while given them discretion over the methods they use to accomplish them. This is empowerment in action. Advocates hold the view that there are a number of result measures available to evaluate performance. For instance sales people are evaluated on the basis of their sales volume, production workers are evaluated on the basis of the units they produce and perhaps the scrap rate or number of defects detected. All of these measures are directly link to what employee accomplished and results which benefit the organization.
Some of the problems associated with results approach are; results appraisal may be contaminated by external factors that employee cannot influence, sale representatives who have extremely bad markets or production employee who cannot get the materials will not be able to perform up to their abilities. 
2.2.5 Leniency error theory
This is a management literature and according to this theory, employee evaluations are directly affected by "managers" perceptions of who is believed to be in control of the employee's performance- the manager or the employer. The theory attempts to differentiate between those things that the employees control (internal) versus those that the employer cannot control (external). One research study found support for key generalizations regarding attribution; 
1. When manager attribute an employee's poor performance to internal control, the judgment is harsher than when the same poor performance is attributed the external factors. 
2. When an employee is performing satisfactorily, "managers" will evaluate the employee favorably if the performance is attributed to the employees own efforts than if the performance is attributed to outside factors. 
The theory adopted for the study
Behavioural checklist theory is adopted for this theory as it will aid performance evaluation in an organization. Employees will be observed dully and hence be evaluated rightly.
2.3	EMPIRICAL REVIEW
Giving individuals feedback on how well employees are doing in their jobs is held to meet a variety of needs; from organizations point of view, it assist effective learning so that tasks are completed correctly and helps maintain and stimulate effort towards specified goals; from the individual's viewpoint, feedback can satisfy any personal need for information on progress and facilitate social comparison with others, Larson (1984). Locke and Latham (1990) also intimated that provision of performance feedback is a necessary condition for goals to have their full effect. The "annual review", where the manger shares the employees' evaluations with them, can become a problem. The annual review is additionally troublesome if the manager “save up” performance-related information and unloads it during the appraisal review, (De Cenzo and Robbins, 1996). 
Performance feedback should be specific, timely, accurate understandable, and presented in an atmosphere of cooperation and support so as to improve subsequent employee performance. The solution also lies in having the manager share with the employees both expectations and disappointments on a day-to-day basis. By providing employees with frequent opportunities to discuss performance before any reward or punishment consequences occur, there will be no surprises at the time of the annual final review. 
Also, feedback should be given in a manner that will best help improve performance. Employees and managers generally benefit from honest, objective feedback about how things are going. A constant exchange of information, often generated through what might be described as ‘performance conversation’, helps everyone to stay on track and the organization to stay competitive.
The relationship between management policies and employee performance within organizations has been a focal point of numerous empirical studies, underscoring the complexity and multifaceted nature of this dynamic. As organizations strive to navigate the challenges of contemporary business landscapes, understanding the intricate link between management strategies and workforce outcomes becomes crucial for enhancing overall organizational effectiveness and success.

Leadership Styles and Employee Performance
Empirical research has extensively explored the impact of various leadership styles on employee performance. Transformational leadership, characterized by inspiration, intellectual stimulation, and individualized consideration, has been shown to significantly enhance employee motivation and performance. A study by Avolio and Bass (1991) revealed that transformational leaders who foster a supportive and stimulating work environment can lead to higher levels of job satisfaction and employee commitment. This leadership style encourages employees to exceed their usual performance levels by aligning their personal goals with organizational objectives, thereby fostering a sense of purpose and belonging within the organization.
In contrast, transactional leadership, which focuses on clear exchanges and rewards for performance, has also been found to impact employee performance, albeit in different ways. Research indicates that while transactional leadership can effectively boost performance through clear expectations and rewards, it may not foster the same level of intrinsic motivation and long-term commitment as transformational leadership (Bass, 1985). Autocratic leadership, characterized by centralized decision-making and limited employee input, has been associated with lower levels of job satisfaction and performance, highlighting the critical role of participative and empowering leadership styles in modern organizations.
Communication Strategies and Employee Collaboration
Effective communication is a cornerstone of successful management policies, with significant empirical evidence supporting its role in enhancing employee performance. A study by DePietro et al. (2019) emphasized that open and transparent communication channels within an organization are vital for fostering a positive work environment. Such communication strategies enable better understanding, collaboration, and trust among employees, which are essential for high performance. The study found that organizations with robust internal communication practices tend to have more engaged and productive employees, as clear and consistent communication reduces misunderstandings and aligns employee efforts with organizational goals.
Performance Appraisal Systems and Employee Motivation
Performance appraisal systems are integral components of management policies designed to assess and enhance employee performance. Empirical studies have highlighted the importance of fair and transparent performance appraisal processes in motivating employees. According to Milkovich and Boudreau (1991), well-structured performance appraisal systems that provide constructive feedback and align individual performance with organizational goals can significantly boost employee motivation and productivity. The study found that employees who perceive the appraisal process as fair and developmental are more likely to be motivated to improve their performance, highlighting the critical role of effective performance management systems in modern organizations.
Employee Engagement Initiatives and Organizational Culture
Employee engagement initiatives, such as training programs and recognition systems, play a crucial role in shaping organizational culture and performance outcomes. Research by Harter et al. (2009) demonstrated that engaged employees are more likely to exhibit higher levels of job satisfaction, commitment, and overall performance. The study found that organizations that invest in comprehensive engagement initiatives tend to foster a positive work environment, which in turn enhances employee performance. Training programs that provide opportunities for skill development and career growth, along with recognition systems that acknowledge employee contributions, were identified as key factors in promoting a culture of engagement and high performance.
The empirical literature underscores the profound impact of management policies on employee performance within organizations. Leadership styles, communication strategies, performance appraisal systems, and employee engagement initiatives each play a critical role in shaping the work environment and influencing employee outcomes. By integrating these elements into cohesive management policies, organizations can create a supportive and motivating environment that enhances employee performance and contributes to overall organizational success. The findings from these empirical studies provide valuable insights for organizational leaders seeking to optimize their management strategies and foster a culture of excellence and continuous improvement.
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