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I. INTRODUCTION 

 

There has been a long standing debate regarding the 

usefulness of performance appraisal in employee motivation. 

Whereas some academics and human resource practitioners 

view Performance Appraisal System (PAS) as a motivational 

tool, others see it as source of employee de-motivation. This 

brings into dispute the role of performance appraisal in 

employee motivation. For instance, research reports indicate 

that PAS has done little to improve its usefulness as a 

managerial decision-making tool (Banks & Murphy, 1985). 

Corroborating this argument, Folger, Konovsky & 

Cropanzano (1992), conclude that many appraisal systems 

have failed to realize their full potential in contributing to 

organizational effectiveness. Coens and Jenkins (2000) further 

argue that inaccuracies in the appraisal process can de-

motivate employees forcing them to read newspapers for 

employment opportunities elsewhere.  

Contrasting the above are those who view PAS as 

effective tool for employee motivation. For instance, Lawler 

(1971) viewed performance appraisals as more effective when 

companies tie them to reward decisions and to terminate poor 

performers. This is not surprising in light of motivation 

theories such as reinforcement theory, which indicates that 

behaviour that is rewarded is repeated. Tying appraisal results 

to rewards may lead to the perception that performance is 
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rewarded. He identified at least three characteristics of 

appraisals that increase the perception that they are fair and 

thus effective in motivating employees. These characteristics 

include adequate notice, fair hearing, and judgment based on 

evidence.  

With regard to the above debate, one questions how much 

managerial social wisdom is applied in the appraisal process. 

Simply put, what is the nature of manager-subordinate 

relationship? These questions served as the bases for which 

the authors sought to examine the role of manager-subordinate 

relationship in yielding effective employee motivation in the 

appraisal process.  

 

 

II. STATEMENT OF THE PROBLEM 

 

Most managers lack adequate human relation skills or 

they tend to over emphasize organisational objectives thereby 

neglecting relational justice. In so doing, they tend to ignore 

the most significant elements of their businesses - the people 

(Manu, 2004). Consequently, some employees dread 

performance appraisals viewing it as managerial license to 

punish non-performing employees. For instance, a recent 

study in Barclays Bank, Ghana reported that employees 

described the appraisal system as discriminatory, punitive and 

a judgemental process, where cronyism and biased 

considerations dominated objectivity (Horsoo, 2010). 

Nkrumah (1991) quoted in Ohemeng (2009) indicates that the 

appraisal system in Ghanaian public organizations was fraught 

with problems and abuses that made its credibility 

questionable. If the appraisal system is viewed by employees 

as judgemental, punitive and discriminatory, then it cannot be 

used to evaluate employee motivation without other 

managerial interventions.  

Thus, a major cause of the general poor attitude of 

Ghanaian employees towards work is ineffective performance 

appraisal systems. Owusu-Buor (1986) as cited in Akuoko 

(2011) indicates that the recurring concerns among managers 

of several organizations in Ghana have been poor worker 

attitude and behaviour leading to low productivity and high 

labour turnover. This leads to the inability of supervisors to 

achieve organizational objectives although many organizations 

remunerate their workers and train them particularly on-the-

job and in-service training.  

The paper, therefore, explores the human relations aspect 

in an appraisal system to explain the extent to which manager-

subordinate interaction could complement performance 

appraisal in yielding desired employee motivation especially 

in financial institutions where there is keen competition in 

customer attraction (Osei-Wusu, 2013).  

 

 

III. OBJECTIVES OF THE STUDY 

 

The general objective of the study was to find the impact 

of manager-subordinate relationship on employee motivation 

using performance appraisal as basis for interaction. 

Specifically, the study sought to find out the level of employee 

participation in the appraisal process, the effect of manager-

subordinate relationship on employee motivation, and the 

effect of appraisal outcome on employee motivation. 

 

 

IV. SIGNIFICANCE OF THE STUDY 

 

The findings of the study would be useful to managers 

and supervisors of institutions and organisations where 

performance appraisal is an organisational routine. This is 

because managers or appraisers would appreciate their 

involvement in the success of the process. Specifically, the 

study would equip managerial and supervisory staff with the 

knowledge of behavioural characteristics which brings about 

increased morale among employees towards job execution. 

Secondly, the literature on the link between 

manager/subordinate relationship and employee motivation in 

Ghana is rare. This compels many Ghanaian based researchers 

to quote from foreign literature to buttress findings of studies 

on local organizations. The findings of the study would, 

therefore, serve as additional source of reference for future 

studies. 

  

 

V. LITERATURE REVIEW  

 

As a distinct management procedure, performance 

appraisal dates from the time of World War II. In a broader 

sense, however, it is one of the oldest professions with origins 

in Frederick Winslow Taylor's 1911 Time and Motion work, 

which used the scientific method to assess and improve 

worker productivity. In 1960, the Theory X and Y was 

introduced by Douglas McGregor (1906-1964) to categorize 

employees. With X employees, performance appraisals were 

income justification exercises. With Y employees, they were 

cooperative exercises in aligning personal and professional 

goals with organizational objectives. 

In companies, performance appraisals began as simple 

methods for deciding whether or not the salary of an employee 

was justified. Later on, empirical studies showed that pay rates 

were not the only element that had an impact on employee 

performance.  It was found that other issues, such as morale 

and self-esteem, could also have major influence. That 

resulted in progressive rejection of emphasis of performance 

appraisal on reward outcomes and in the 1950s in the United 

States, its potential as a tool for motivation and development 

of employees was recognized (Bruce, Anne, Pepitone and 

James, 1999). The general model of performance appraisal, as 

it is known today, began from that time.  

The theoretical bases of PAS are equity and expectancy 

theories (Kellough & Nigro, 2002; Perry, 2003; Risher, 2002; 

Vroom, 1964); and goal theory (Armstrong, 2006). Adams 

(1965) formulated the equity approach as an appropriate way 

to effective supervision. Equity simply means fairness. In 

other words, equity exists when the input-outcome ratio of a 

worker is compared and found to be equal to the input-

outcome ratio of a referent. 

Equity theory assumes that one important cognitive 

process involves people looking around and observing what 

efforts other people are putting into their work and what 

rewards follow them. This social comparison process is driven 
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by our concern for fairness and equity. Research by Adams 

(1965) and others confirms equity theory as one of the most 

useful frameworks for understanding work motivation. 

Workers are motivated when they discover that they are 

treated fairly in compensation, promotion and that there is 

transparency in their evaluations. On the other hand, workers 

reduce their efforts (are de-motivated) if they feel that they are 

treated inequitably; hence, employees must perceive the 

outcome of PAS as fair if it is to be effective in employee 

motivation (Fulk, Brief and Barr, 1985; Hyde, 2005; Klingner 

and Nabaldine, 1998; Murphy and Cleveland, 1991; Roberts 

and Pavlak, 1996). 

Expectancy theory (Vroom, 1964) indicates that 

employees will be motivated to exert high level of effort when 

they believe that their efforts will lead to higher performance 

(expectancy), higher performance will lead to rewards 

(instrumentality) and the rewards are valuable to them 

(valence). In other words, an employee will pursue 

organizational objectives even in the face of obstacles when 

he/she is convinced that effort will lead to good performance 

appraisal and followed by organization rewards such as bonus, 

salary increment or promotion which later satisfy personal 

goals (Vroom, 1969 in Ott, 1989). Based on expectancy 

theory, the motivational force of a job can be calculated if the 

expectancy, instrumentality and valence values are known.  

Goal-setting theory was developed by Locke and Latham 

(1979). It states that motivation and performance are higher 

when individuals are given specific goals, when goals are 

difficult but accepted and when there is feedback on 

performance. Participation in goal-setting is important as a 

means of getting agreement to the setting of higher goals. 

Motivation and performance will improve if people have 

challenging but agreed goals and receive feedback 

(Armstrong, 2006). 

Human resource managers have recognized the important 

relationship between organizational justice and organizational 

effectiveness (Folger, 1997). Distributive justice deals with the 

ends achieved or the content of fairness, whereas procedural 

justice is related to the means used to achieve those ends or 

the process of fairness. 

Research has shown that managers frequently distort 

appraisal results to further their own self-interests 

(Longenecker, Gioia & Sims, 1987). If the above observation 

is true, then due-process systems may well provoke negative 

reactions from managers by constraining their ability to distort 

the results of appraisal. But according to Bernardin & 

Villanova (1986) and Murphy & Cleveland (1991), it is also 

true that managers' own performance is highly dependent on 

the efforts of those who work for them. Consequently, it might 

be argued that they will react favourably toward a due-process 

appraisal system.  

According Bernardin & Villanova (1986) and Murphy & 

Cleveland (1991) due-process appraisal systems inform 

employees of managers' performance expectations from the 

very beginning, provide opportunities for open exchanges 

about factors that may impede employees' ability to meet 

expectations, and provide ongoing performance feedback.  

A due-process appraisal system has three main 

characteristics namely; adequate notice, fair hearing and 

judgement based on evidence (Folger et al, 1992). Adequate 

notice requires organizations and their agents to publish, 

distribute, and explain performance standards to employees, 

discuss how and why such standards must be met, and provide 

for regular and timely feedback on performance. Fair hearing 

requires a formal review meeting in which an employee is 

informed of a tentative assessment of his or her performance 

and how it was derived by his or her manager, who should be 

familiar with the employee's performance.  Employees are also 

permitted to challenge this assessment by conducting and 

presenting a self-appraisal. Finally, judgment based on 

evidence requires the organization and its agents to apply 

performance standards consistently across employees, without 

yielding to external pressure, corruption, or personal 

prejudice. The features described call for employee 

involvement in the appraisal process from planning through 

implementation to review if the process is to serve as 

motivation mechanism to employees.  

Employees' reactions to the fairness and accuracy of the 

appraisal system may affect their motivation to correct weak 

performance or develop unused potential. Similarly, managers' 

reactions to performance appraisals are a necessary, if not 

sufficient condition to collect the relatively unbiased 

performance information needed for reward allocation or legal 

documentation. Although often ignored, employees' and 

managers' reactions to appraisal systems are essential to 

successfully attaining at least three purposes of appraisals - 

employee development, reward allocation, and legal 

documentation (Murphy & Cleveland, 1991).  

There are several additional fairness criteria, such as: 

supervisors' ability to suppress bias, create consistent 

allocations, rely on accurate information, be correctable, 

represent the concerns of all recipients, and focus on 

prevailing moral and ethical standards. Greenberg (1986) 

suggested that soliciting and using input prior to evaluations, 

two-way communication, ability to challenge evaluations, 

rater familiarity with the ratee's work and consistency in 

applying standards  are all related to the procedural dimension. 

Performance-based ratings and rating-based recommendations 

for salary or promotion are related to the distributive 

dimension. 

Just as the fairness of the procedures associated with 

organisational decisions ranging from layoffs to pay allocation 

have been shown to affect employees' reactions directly 

(Folger and Konovsky, 1989), so are appraisal systems based 

on theories of procedural justice expected to affect the 

attitudes and behaviours of employees and managers who use 

them. Although often ignored, employees' and managers' 

reactions to appraisal systems are essential to successfully 

attaining the three purposes of appraisals (Murphy & 

Cleveland, 1991). Thus, Tyler & Lind (1992) concluded in 

their extensive review of the procedural justice literature, that 

in most situations, procedural justice judgments lead to 

enhanced satisfaction with both the process and the outcome. 

Studying a sample of managerial employees, Greenberg 

(1986) found that the two-way communication during the 

review, opportunities to rebut evaluation (fair-hearing feature), 

and the consistent application of a priori performance 

standards (adequate notice) were significantly related to 

individuals' perceptions of the fairness of the appraisal. The 

procedural justice-satisfaction relationship is supported by 
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several correlation studies of performance appraisal. Dipboye 

and de Pontbriand (1981) reported that discussing 

performance objectives and plans (adequate notice), providing 

employees with the opportunity to state their side of the issues 

(fair hearing), and using job-relevant performance dimensions 

in appraisal (judgment based on evidence) were related to 

employees' favorable reactions toward the appraisal system, 

while the first two system characteristics were also related to 

their satisfaction with their ratings (Burke and Wilcox, 1969; 

Nathan, Moorman, and Milliman, 1991).  

Kanfer, Sawyer, Earley & Lind (1987) found that 

subordinates who were permitted to provide their manager 

with information about their performance reported greater 

satisfaction with their job assignments. Similar results were 

found in two correlation field studies. Burke and Wilcox 

(1969) found that employees who reported relatively open 

communications with their manager about performance 

appraisal also had higher job satisfaction, while Nathan, 

Mohrman & Milliman (1991) reported that employees' 

opportunity to participate in the appraisal review was 

positively related to satisfaction with their work. 

Whereas appraisal systems traditionally have been shown 

to strain managers' relationships with their employees 

(Bernardin & Villanova, 1986; Murphy & Cleveland, 1991), 

due-process appraisal systems inform employees of managers' 

performance expectations from the very beginning, provide 

opportunities for open exchanges about factors that may 

impede employees' ability to meet expectations, and provide 

on-going performance feedback.   

Prior research by Tyler and Lind (1992) suggests that as 

the organizational agents responsible for implementing the 

procedural justice appraisal system, managers will gain 

increased legitimate power, that is, ability to win employee 

acceptance of work goals and rules. Thus, managers' ability to 

influence employees' behaviour without relying on the 

distortion of appraisal results or coercion should increase. 

Since influencing others' behaviour through the use of 

legitimate power is assumed to be more pleasant and easier 

than using manipulation or coercive power for these ends, 

managers should experience greater satisfaction with their job 

under a due-process performance appraisal (Tyler and Lind, 

1992). 

Herzberg (1987) argues that in order to motivate 

employees through performance appraisal, the system should 

be used for reward and recognition. But initial consideration 

of reward and recognition systems could lead to the belief that 

they consist only to provide extrinsic motivation. This 

argument is supported by Deci (1972) who showed a decrease 

in intrinsic motivation when extrinsic rewards were used to 

promote behaviour. It is important to note that the reduction in 

intrinsic motivation occurred with monetary rewards, but not 

with verbal praise. There is no doubt, however, that extrinsic 

incentives can boost performance (Herzberg, 1987).  

What types of reward or recognition are best to increase 

intrinsic motivation and enhance individual performance and 

job satisfaction?  Popp & Fox (1985), Kovach (1987) and 

Hede (1990) conducted surveys and provided answers to this 

question. They found that employees sought achievement, 

responsibility and growth as the highest priority for incentives 

in their work. A reward and recognition system that addresses 

these areas should produce the desired outcome. This may be 

to ensure the rule of valence in expectancy theory by Vroom 

(1964). Joint goal setting can provide a number of these 

employee rewards as individual employees can negotiate 

desired outcomes with management (Dunford, 1992). The 

employee who plays an integral part in the development of 

these goals is more likely to perceive the outcome as being 

achievable and to be committed to achieving them. 

Management involvement will ensure that the goals are 

consistent with corporate objectives and that they provide 

challenging opportunities for the employee to use their current 

skills and abilities and to encourage the development of new 

ones. Public acknowledgment of the agreed goals and their 

achievement is important to reinforce the desired behaviour. 

This could be undertaken in the form of a quarterly 

achievement award and presentation (London and Higgot, 

1997).  

 

 

VI. HYPOTHESES 

 

 

The study tested the following hypotheses: 

H1: Manager-subordinate relationship is a function of 

employee motivation. 

H2:  There is a significant relationship between appraisal 

outcome and employee motivation. 

H3: Employee participation in the appraisal process and 

employee motivation are significantly correlated. 

H4: Employee participation in the appraisal process is a 

function of employee satisfaction with feedback.    

 

 

VII. RESEARCH METHODS  

 

RESEARCH SETTING AND DESIGN 

 

This study was carried out in Kumasi, the second largest 

city in Ghana. Nine financial institutions were selected for the 

study. There was the purposeful selection of three 

Microfinance institutions, three Savings and Loans companies 

and three Commercial Banking institutions. This was to help 

ascertain varied views or responses from three different 

groups of financial institutions on different tiers of operation. 

This study was exploratory and adopted the social survey 

design, making use of questionnaires. Exploratory study was 

considered because according to Saunders, Lewis & Thornhill 

(2007), it investigates a situation or a problem in order to 

explain the relationships between variables. 

 

SAMPLE SELECTION 

 

Purposive sampling technique was used to select the three 

groups of financial institutions in the Kumasi Metropolis. For 

each of the three groups of financial institutions 

(Microfinance, Savings and Loans and Commercial Banks) 

the three operating giants in each group were considered a 

stratum. Purposive sampling was then used to select five 

supervisory staff members from each stratum. This was done 

because the supervisory staff appraised the subordinates. 
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Combining each three institutions as a stratum, a sampling 

frame was constructed for subordinate staff in each stratum. 

From each of the sampling frame constructed, the systematic 

sampling technique was used to select 45, 42 and 47 

subordinate employees from Microfinance, Savings and Loans 

and Commercial Banks respectively. This stratified sampling 

was proportionately done in order to allow for fair 

representation in the sample from the strata. In total, a sample 

size of 150 respondents was selected of which 15 were 

supervisory staff members and 135 were subordinates. 

 

DATA COLLECTION 

 

Self-administered questionnaire was the main tool used 

for the data collection. Two different sets of questionnaires 

were administered - one for supervisors (managers) and one 

for the subordinates. The choice of self-administered 

questionnaire was made because all respondents were literates 

and could therefore read, comprehend and write answers to the 

questions. They were hand-delivered and collected later. All 

questions were close-ended because open-ended questions 

were not answered by most respondents during the piloting of 

the questionnaire. The questionnaire was used to collect 

quantitative data using the Likert Scale. This can be analyzed 

at the interval measurement scale (Boone & Boone, 2012). 

Piloting was done by mailing the questionnaires to two 

different financial institutions. Piloting of the research tool 

was necessary to ensure that the questions asked were 

understood by respondents and to ascertain logical sequence 

of questions asked. 

 

RESPONSE RATE 

 

All questionnaires were received but three of the 

questionnaires of the subordinates could not be included in the 

analysis. This was because they were not properly filled and 

could not be cleaned and added to the stack of questionnaires 

for analysis. This left us with 147 questionnaires. There was 

thus a response rate of 98 percent. 

 

ANALYZING THE DATA  

 

Data was cleaned and coded for entry into the SPSS for 

Windows software (Version 17.0). Computer editing was done 

after keying in the data. The data were analysed using 

frequency tables and multiple regressions.  

The use of multiple regressions was necessitated by the 

scale used for measuring the variables - employee motivation 

and manager-subordinate relationship. That is the five point 

Likert Scale was used to generate responses for aspects of 

manager-subordinate relationship in the appraisal process 

giving respondents the opportunity to grade the nature or 

quality of their relationship with managers on a Likert scale. 

This was to enable the authors to find out if there was any 

relationship between the variables in the research hypotheses. 

Secondly, if there was any relationship, the authors were 

interested in knowing the direction of the relationship; 

whether positive or negative. Thirdly, the study was also 

intended to find out (in cases where variables were related) 

how much the variables in the research hypotheses were 

related, that is, the margin of relationship.  

 

 

VIII. DATA ANALYSIS AND PRESENTATION OF 

RESULTS 

 

SOCIO-DEMOGRAPHIC CHARACTERISTICS OF 

RESPONDENTS 

 

In a world where attention is gradually and consciously 

drawn towards women empowerment through education, 

political participation and waged employment in the non-

agricultural sector, it would be heart-warming for feminists to 

note that the majority of the subordinate respondents (54.5 

percent) were females whereas male respondents were 44.5 

percent. Among the supervisory staff, however, the male 

population assumed a very significant dominance over the 

females as 83.3 percent of the respondents were males 

compared to only 16.7 percent female supervisors.  

Educational attainment among the respondents was 

generally high. This was because 66.7 percent of the 

subordinate respondents had tertiary education, 30.3 percent 

had completed post-tertiary education and only 3 percent had 

secondary school certificates. The managerial staff proved 

superior to their subordinates in academic achievement as 58.3 

percent of them had post-tertiary education and the remaining 

41.7 percent had tertiary education. 

 

EMPLOYEE PARTICIPATION IN THE APPRAISAL 

PROCESS 

 

One of the specific objectives of the study was to find out 

the level of employee involvement in the appraisal process. To 

this effect, respondents were asked to rate their 

participation/involvement in the three major stages of the 

appraisal process namely; setting of job objectives, 

performance evaluation and review interview. About 77.2 

percent of respondents took part in setting job objectives and 

performance standards while 22.8 percent did not participate 

in setting standards which they worked to achieve. This meant 

that the job objectives of the employees were more or less 

imposed upon them. With regard to self-evaluation, an 

overwhelming majority (92.4 percent) of the respondents took 

part in evaluating their performance. The remaining 7.6 

percent of respondents had their performance measured and 

rated entirely by someone else. On performance review, more 

than ninety percent (93.9%) of the respondents indicated that 

they had opportunity to review interview after receiving 

feedback from their appraisal. This meant that they had the 

opportunity to challenge their ratings for possible adjustment 

of results or at least they discussed with management the 

reasons for their successes and failures in the appraisal 

process. 

 

MANAGER-SUBORDINATE RELATIONSHIP 

 

The nature or quality of manager/subordinate relationship 

was studied in order to find out the consequences it could have 

on employee motivation. Areas of manager/subordinate 
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relationship which were studied included managers’ level of 

assistance towards achieving goals, the quality of 

interpersonal communication between managers and 

subordinates, the level of managerial tolerance towards 

employees’ failure to meet targets and level of recognition to 

employees’ success in achieving organisational objectives. 

These factors can influence the level of belongingness and 

acceptance among organizational members and thus, have the 

capacity to influence employees’ level of motivation. 

All respondents in the study agreed that they were 

assisted by their managers in order to meet their job objectives 

and targets. However, the level of assistance they received 

varied from respondent to respondent. Thus, the majority 

(66%) of respondents rated the level of assistance they 

received as very good.  

About 84.8 percent of the respondents said 

communication with their managers was very good. Only 15.2 

percent of the respondents, however, rated the level of 

interpersonal communication with management as average. 

This meant that the quality of manager/subordinate 

interpersonal communication varied among employees 

indicating that not all employees enjoyed equal treatment in 

terms of manager/subordinate interpersonal relationship. But 

on the whole, communication with their managers was very 

good.  

The majority (78.8%) of respondents viewed managers as 

tolerant even when targets were not met but 21.2 percent of 

respondents experienced managers as intolerant to failure. 

This meant that some managers blamed or scolded employees 

for failure to achieve objectives. On how much recognition 

employees received from their supervisors/managers for 

achieving their objectives, only 1.5 percent reported that 

managers did not show any appreciation for jobs well done as 

against 98.5 percent of respondents who said that their 

managers were appreciative of their success. Thus, an 

overwhelming majority of respondents either received verbal 

praises, letters of appreciation or some form of recognition 

from their managers for achieving organizational objectives.  

 

EFFECT OF MANAGER/SUBORDINATE RELATIONSHIP 

ON EMPLOYEE MOTIVATION 

 

All the respondents indicated that they (100 percent) were 

motivated by the level of quality of interaction between them 

and their managers/supervisors. It was pertinent to note, 

however, that some respondents were more motivated than 

others by their interaction with managers/supervisors. This 

was because 15 percent of them said their interaction with 

managers was an excellent source of motivation in their job 

performance, 38 percent rated it as very good source of 

motivation, 36 percent of them rated it as good and 11 percent 

described it as average. These figures testified that the 

behaviour of managers/supervisors was a vital component of 

employee motivation in work organisations. 

 

USES OF PERFORMANCE APPRAISAL RESULTS IN 

FINANCIAL INSTITUTIONS IN GHANA 

 

The majority of managers (67 percent) used feedback for 

rewards administration to employees compared to twenty five 

percent (25%) of managers who used feedback to identify 

strengths and weaknesses of employees in order to train and 

develop them for improved future performance. The 

remaining 8 percent of the managers also used ratings for 

documentation and providing feedback to employees. From 

the responses so far, it is clear that managers used 

performance appraisal ratings for various motivation strategies 

and administrative purposes. Thus, appraisal systems played 

important roles in the organizational life of financial 

institutions and provided the platform for manager-

subordinate relationship.  

 

 

IX. REGRESSION ANALYSES 

 

From the descriptive analysis, the relationship between 

managers and their subordinates was generally good among 

the majority of respondents. The aim of this section was to 

find out statistically whether this cordiality of manager-

subordinate interaction had some significance in employee 

motivation. And if it had, then which aspect of the relationship 

was a key in employee motivation? With regards to the uses of 

appraisals and employee motivation, the authors wanted to 

find what appraisal outcomes motivated employees more 

compared to others? Finally, multiple regressions were also 

used to determine relationship between employee participation 

in the appraisal process and their satisfaction with results. 

Coefficients
a
 

Model 

Unstandardized 

Coefficients 

Standardized 

Coefficients 

 t Sig. B 

Std. 

Error Beta 

1 (Constant) 1.019 .401  2.540 .014 

Assistance 

towards goal 

achievement 

-.202 .132 -.180 1.532 .131 

Interpersonal 

communication 

.357 .116 .378 3.067 .003 

Tolerance to 

failure 

(accommodation) 

.136 .063 .210 2.178 .033 

Recognition/appr

eciation to 

success 

.481 .109 .469 4.398 .000 

Dependent variable: Employee motivation. Alpha = .05. 

Table 1: Multiple regression of manager/subordinate 

relationship and employee motivation 

From Table 1, there is a strong correlation (Beta = .469) 

between recognition and employee motivation. What this 

means is that employees feel gratified when their managers or 

supervisors show appreciation to their efforts at goal 

achievement. This finding validates the use of praises, 

citations and letters of recommendations to motivate 

employees. Furthermore, the table indicates that there is 

moderate correlation (Beta = .378) between interpersonal 

communication and employee motivation. Thus, when 

managers take their time to communicate clearly and friendly 

to employees, the latter gets motivated to perform.  
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Managerial tolerance to failure is yet another aspect of the 

manager-subordinate relationship which is positively related 

to employee motivation (Beta = .210). Even though this may 

be a bit challenging to managers especially when they have 

targets to meet, employees will be motivated to improve upon 

future performance if they are not chastised for poor 

performance. The analysis also shows that there is weak 

negative correlation between assistance towards goal 

attainment and employee motivation (Beta = -.180). That is to 

say, employees will be de-motivated if managers constantly 

assist them in their work. This is because subordinates may 

interpret this as policing and a sign of incompetence. This 

relationship, however, is proven to be statistically insignificant 

since the p-value (.131) is greater than the alpha (.05).   

Coefficients
a
 

Model 

Unstandardi

zed 

Coefficients 

Standardized 

Coefficients 

t Sig. B 

Std. 

Error Beta 

1 (Constant)  .911 .326 
 

2.791 .00

7 

Rewards 

administration 

(pay 

adjustment, 

promotions, 

bonuses) 

.178 .093 .232 1.899 .06

2 

Recognition 

(letters/certific

ates/plagues of 

honour) 

.593 .117 .625 5.077 .00

0 

Documentatio

n (providing 

feedback to 

employees) 

-.145 .109 -.155 1.328 .18

9 

Career 

development 

(training and 

development 

needs 

analysis) 

.208 .095 .209 2.201 .03

2 

Dependent variable: Employee motivation.  Alpha = .05 

Table 2: Multiple regression between appraisal outcome and 

employee motivation 

The results of regression analysis from Table 2 depicts 

that there is significant positive correlation between employee 

motivation and recognition and career development. 

Specifically, there is a strong positive correlation between 

recognition and employee motivation (Beta = .625) and a 

moderate correlation between appraisal for career 

development and employee motivation (Beta = .209). These 

statistics therefore, imply that employee motivation increases 

when appraisal outcomes yield recognition and career 

development, all things being equal.  

The use of appraisal to reward employees has been shown 

to be insignificant in employee motivation. This is because the 

p-value (.062) is greater than the alpha (.05), thus, nullifying 

the suggestion of moderate correlation between the use of 

appraisal for rewards administration and employee motivation. 

Finally, the analysis also suggests that there is negative 

correlation between documentation of appraisal results and 

employee motivation. However, this correlation has been 

shown to be insignificant because the p-value (.189) is greater 

than the alpha (.05).      

Coefficients
a
 

Model 

Unstandardized 

Coefficients 

Standardize

d 

Coefficients 

t Sig. B 

Std. 

Error Beta 

1 (Constant) 2.753 .310  8.883 .000 

Participation 

in setting 

objectives 

.108 .050 .278 2.163 .034 

Participation 

performance 

evaluation 

.114 .073 .201 1.556 .125 

Participation 

in 

performance  

review 

.167 .073 .264 2.287 .026 

Dependent variable: Employee satisfaction with feedback.   

Alpha = .05 

Table 3: Multiple regression between employee participation 

in the appraisal process and employee motivation 

Two major stages in the appraisal process correlate 

positively with employee motivation as shown in Table 3. 

These include employee participation in setting objectives and 

performance review which were observed to correlate 

moderately with employee motivation. This is because the p-

values (.034 and .026) for the two variables are less than the 

alpha (.05). Participation in performance evaluation by 

employees, however, has been found to have no significant 

correlation with employee motivation.  

Coefficients
a
 

Model 

Unstandardized 

Coefficients 

Standardized 

Coefficients 

t Sig. B 

Std. 

Error Beta 

1 (Constant) 2.340 .466  5.022 .000 

Participation 

in setting 

objectives 

.100 .075 .185 1.335 .187 

 Participation 

performance 

evaluation 

.194 .110 .247 1.768 .082 

Participation 

in 

performance 

review 

.172 .110 .194 1.562 .123 

Dependent variable: Employee's level of satisfaction with 

feedback.  Alpha = .05 
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Table 4: Multiple regression between employee participation 

in the appraisal process and employee satisfaction with 

feedback 

Table 4 demonstrates that employee participation in the 

appraisal process (setting objectives, performance evaluation 

or performance review) do not have any significant 

relationship with employee satisfaction with appraisal 

feedback. This is because the p-values in all the three cases 

(.182, .082, and .123) are greater than the alpha (.05).  

 

 

X. DISCUSSION OF MAJOR FINDINGS 

 

Managers and supervisors perform an important role in 

the performance appraisal process since they are responsible 

for setting standards, monitoring the achievement of standards 

and rewarding performance in various ways. The value of this 

relationship in motivating employees and affecting the 

appraisal system as a whole cannot be overemphasized. The 

results of the study indicate that there was a strong correlation 

(Beta = .469) between recognition and employee motivation. 

It was found out that even though many people reckoned 

recognition with formal organizational arrangements such as 

plague of honour, letters of appreciation from superiors to 

subordinates and prizes or material awards during durbars or 

end of year speech and prize ceremonies, simple verbal praise 

or a tap on the back of a high performing subordinate could 

equally do the trick. For instance, according to Armstrong 

(2010), the manager or the superior should tell the subordinate 

what he or she has done right and how that has benefited the 

organization. Then after a pause, the manager simply says 

“Thank you” or offers a handshake or a tap on the shoulder. 

The pause is supposed to give the subordinate an opportunity 

to either reflect on the words of the supervisor or say 

something in response.  

A supervisor who is socially concerned about 

subordinates does not have to wait for an occasion such as end 

of year party, a company picnic or annual awards ceremony to 

hand out certificates and cash prizes to employees as a sign of 

recognition following performance appraisal. There should a 

kind of verbal appraisal in the day-to-day supervisor-

subordinate interaction at the workplace.   

Managerial tolerance to failure was yet another aspect of 

the manager-subordinate relationship which was positively 

related to employee motivation (Beta = .210). Managers 

should be tolerant to the behaviour of low performing 

subordinate who does not or cannot achieve job objectives. 

This can be done by simply replacing the nagging with an 

explanation to the employee of how his inability to succeed is 

costing the organization and influencing his career 

development. This shifts the focus from the subordinate’s 

failure to achieve goals to his career development and 

organizational success. Unlike feedback that is directed at 

performance of the work itself, career discussions enable 

people to know where they stand by focusing on how 

performance can lead to desired career outcomes (Nathan, 

Moorman & Milliman, 1991).  

Research suggests that for appraisals to be effective, 

ratings should be used to reward employees such as salary 

administration, promotion decisions, retention-termination 

decisions, and recognition of individual performance, layoffs 

and the identification of poor performance (Herzberg, 1987; 

Ostroff, 1993; Boswell and Boudreau, 2000). In this study, 

however, the use of appraisal to reward employees was 

indicated to be insignificant in employee motivation. This 

corroborated the findings of Blau (1964) and Meyer, Kay & 

French (1965) that the evaluative purposes of performance 

appraisal often yield negative employee reactions.  

What types of recognition increases intrinsic motivation 

and enhances individual performance?  Popp and Fox (1985), 

Kovach (1987) and Hede (1990) conducted surveys and 

provided answers to this question. They found that employees 

sought achievement, responsibility and growth as the highest 

priority for incentives in their work. Therefore, incentives 

should be used with caution when sustained employee 

motivation is envisaged. After a certain point, employees will 

not value rewards if they remain at the same position in the 

organizational ladder despite improvements in their 

performance.   

The paper further identifies a moderate correlation 

between usage of appraisal for career development and 

employee motivation (Beta = .209). Thus, employees would 

prefer appraisal to be used for identifying individual training 

needs, providing performance feedback, determining transfers 

and assignments. This finding confirms the work of Prince & 

Lawler (1986) and Cleveland, Murphy & Williams (1989).  

Two major stages in the appraisal process correlate 

positively with employee motivation. These include employee 

participation in setting objectives and performance review 

which were observed to correlate positively with employee 

motivation. Thus, the principle of due process in appraisal as 

proposed by Susan et al (1995) does not only enhance 

employee satisfaction with feedback, it also supplements 

employee motivation. The assumptions is that when people 

jointly set standards and jointly review their performance with 

regard to those standards, it introduces transparency and trust 

into the appraisal system. This, therefore, prevents the 

tendency of subordinates to accuse supervisors of witch 

hunting and hate crime. Participation in performance 

evaluation by employees, however, was found to have no 

significant correlation with employee motivation.  

The study demonstrated that the performance appraisal 

system can be an effective tool in employee motivation if both 

the process and outcome are fair. This corroborated several 

earlier studies (Hyde, 2005; Fulk, Klingner & Nabaldine, 

1998; Roberts & Pavlak, 1996; Murphy & Cleveland, 1991) 

that the appraisal system could be used to motivate employees. 

The study also revealed that employee participation in the 

appraisal process was high and this led to employee 

motivation and perception of the process and outcome as fair. 

This finding also confirmed the assumptions of equity theory 

which states that workers are motivated when they discover 

that there is transparency in their evaluations and that they are 

treated fairly in compensation and promotion (Adams, 1965).  

Another key finding was that motivation and performance 

were enhanced when individuals participated in goal-setting. 

This corroborated Armstrong’s (2006) assertion that 

motivation and performance would improve if people have 

challenging but agreed upon goals and receive feedback. 

Managers indicated that one of the functions of performance 
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appraisal was the provision of feedback to employees. This 

showed that employees feel motivated when they know how 

well they are doing on their jobs. This also informs employees 

of their value and future in the organization. 

 

  

XI. RECOMMENDATIONS  

 

Based on the findings of the study, it is recommended that 

managers should appreciate the efforts of employees in their 

daily interaction with them. In addition, letters or citations 

which employees can keep as souvenirs of their performance 

are also recommended.  

The authors also recommend that management should 

approach performance appraisal issues with good 

interpersonal communication and develop the capacity to 

tolerate poor performers. Such poor performers can, however, 

be taken through training to improve future performance.  

Employees do not feel motivated when performance 

appraisal is conducted for the sake of documentation and 

rewards. Therefore, the study recommends that appraisal 

should be used for training needs analysis and career 

development instead of documentation which gives employees 

(especially poor performers) the impression that cases are built 

against them for eventual expulsion. 

The findings of the study indicated that employee 

participation in PAS was very high and consequently, the 

process was perceived by most employees to be fair. Thus, 

subjectivity in appraisal can be minimized through the 

implementation of due-process metaphor.  

The test of hypothesis, however, revealed that some other 

hidden factors other than participation also accounted for 

fairness in organizations. It is presumed that this has to do 

with how high managers fix performance standards, manger-

subordinate interaction was also important in sustaining 

employee motivation and performance. It is recommended that 

these hidden factors must be considered to ensure fairness in 

PAS. 

 

 

XII. CONCLUSION 

 

The study demonstrated that the PAS can be an effective 

tool in employee motivation if both the process and outcome 

are fair. The test of hypothesis revealed that some other hidden 

factors other than participation also accounted for 

fairness/equity in organizations. The process of performance 

appraisal was not the only factor responsible for employee 

motivation in organizations. The outcome of the appraisal 

process as well as manager/subordinate interaction was also 

important in sustaining employee motivation and performance. 

In other words, salaries and other rewards and congenial 

organizational culture were significant factors in employee 

motivation. Finally, the study concluded that a participatory 

performance appraisal increased employee motivation and that 

employee motivation increased employee performance, all 

things being equal. 

 

 

 

XIII. CONCLUSION 

 

The foregoing is a concise how-to-do-it presentation of 

the splash-dye technique of fabric surface decoration which 

was inspired by Jackson Pollock’s action painting.  It is 

worthy of note that one of the writer’s students has taken up 

the cellophane approach and makes a living with it.  She wrote 

to the writer, expressing that she is making money from one of 

the techniques taught her and she won’t ever reveal it to writer 

but unknown to her the writer had already noticed the products 

in Akwa Ibom State markets in Nigeria and knew it must be 

from one of his students.  The splash-dye technique just like 

the regular resist techniques leaves a lot of room for 

experimentations, developments and further innovations.  It is 

the writer’s hope that both students and other dyeing 

enthusiasts will practice the technique and come up with 

patterns that will further add to the varieties achieved by the 

writer.  This publication is also meant to serve as an informal 

registration of patent of the splash-dye technique.  Designers 

who will embrace this technique should remember to 

acknowledge the innovator to deviate from the unfortunate 

persistent practice where textile designers in Nigeria are not 

given credit for their patents and designs, a situation that has 

given advantage to their pure fine artists’ counterparts who 

always sign their creations and retain absolute informal 

patents and copyrights.   
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