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Abstract 

The demographic shifts, the increased workforce mobility, and the shortage of skilled 

workers have led to a new thinking within the human resource management. Organizations 

are becoming aware that their employees are a key asset for success. To address this issue, 

organizational processes are adjusted to incorporate employees’ needs and wants more 

sophisticatedly, which can be seen for instance in the area of performance management.  

Performance management is the basis of every human resource management area and es-

sential for the success and development of organizations, given the main goal, which is the 

improvement of employees’ performance. Although scientific literature has examined the 

topic very thoroughly in the last decades, research gaps regarding the performance man-

agement process were detectable. Hence, the purpose of this master thesis is to expand the 

theoretical aspects of the performance management process, define the determining factors 

of the process effectiveness and efficiency, and examine their influence on the employee 

engagement. To accomplish the purpose, a comprehensive literature review and an empiri-

cal study with employees in Austrian consulting companies were conducted. 

The study findings suggest the use of a holistic performance management process, consist-

ing of the elements performance definition, performance evaluation, performance review, 

and performance consequences. As determinants for the process effectiveness and efficien-

cy, the perceived accuracy and the perceived fairness were detected. The empirical study 

confirms the importance of accuracy and fairness as influencing variables for the employee 

engagement, with a particular focus on the performance evaluation accuracy, the perfor-

mance consequences accuracy, the procedural fairness, and the informational fairness. De-

spite the significant study results, the study has some limitations, in particular the ac-

knowledgment of the contingency theory, which argues that the success of a process de-

pends on organizational circumstances, and cannot be generalized therefore. To consider 

implications for practice, companies have to incorporate their vision, mission, and organi-

zational objectives in the implementation and adjustment of the performance management 

process, while executives have to ensure an ongoing communication with their employees, 

to enable a mutual understanding of the process and reflect on employees’ perceptions.  

Keywords: Performance Management, Performance Management Process, Employee En-

gagement, Accuracy, Fairness  
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1 Introduction 

According to Smither and London (2009, p. 1), performance management (PM) is the basis 

of every human resource management (HRM) area. PM is described as a system, which 

identifies, measures, and develops employees’ performance (Aguinis, 2013, p. 2). As a 

core responsibility of the HRM function (Briscoe & Claus, 2008, p. 15), PM is a prevalent 

organizational practice in today’s businesses (Aguinis & Pierce, 2008, p. 2). 

Although the performance management process (PMP) is very crucial to the success and 

development of organizations (Den Hartog, Boselie, & Paauwe, 2004, p. 556), PM is con-

sistently one of the lowest rated HRM areas in employee satisfaction questionnaires (Pu-

lakos, 2009, p. 3). According to a global report by the Deloitte University Press (2014), 

only 8 percent of the surveyed companies state that their current PM causes a high value 

for the organization, while 58 percent argue that their implemented PM is not an effective 

use of time (p. 46), and “drives neither employee engagement nor high performance” 

(Buckingham & Goodall, 2015, p. 42). A study conducted by WorldatWork (2010) con-

firms the negative situation of PM, as only 3 percent of the interviewed organizations in-

terpret their PM system as very effective, and only 30 percent of the involved employees 

trust their company’s PM (p. 5). 

Given the current negative situation of PM, the question may raise why it is so difficult for 

organizations to implement a well-working PMP, which satisfies both the company and the 

employees. As reported by Pulakos (2009, pp. 4-6), a key issue for a PM system is the 

missing willingness of executives to perform PM activities. Especially in terms of feed-

back, executives might avoid an honest and critical feedback, as they do not want to en-

danger the relationship to their employees. On the part of employees, PM issues might ap-

pear as employees are often afraid to put their payment or standing within the company in 

danger by addressing critical topics. Additionally, employees might think that their execu-

tives are unskilled in terms of overseeing and evaluating performance and therefore often 

interpret the PM system as unfair (Pulakos, 2009, pp. 4-6), which emphasizes the im-

portance of fairness within the area of PM (DeNisi & Pritchard, 2006, p. 268). 

In addition to the issues regarding the behavior of executives and employees, the most cru-

cial matter for organizations is the actual PMP, which is a requirement for real perfor-
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mance improvements and follow-up activities (Cardy & Leonard, 2011, p. 2). In fact, the 

included elements and activities of the process, which both affect executives and employ-

ees (Kinicki, Jacobsen, Peterson, & Prussia, 2013, p. 5), are the foundation for the success 

of the PMP (Biron, Farndale, & Paauwe, 2011, p. 1296). Despite the acknowledgment of 

the importance of the PMP among both academic scholars and practitioners (DeNisi & 

Pritchard, 2006, p. 253), there is a need for more research on the technical aspects of the 

PMP (Den Hartog et al., 2004, p. 567; Gruman & Saks, 2011a, p. 133; Haines & St-Onge, 

2012, p. 1171; Kinicki et al., 2013, p. 38). The need for more research is encouraged by the 

fact that it exists an ambiguity among different PMP elements (Chenhall, 2003, p. 130). To 

address the given ambiguity referring to the PMP, it is furthermore necessary to provide 

standards to determine the effectiveness and efficiency of the process. In this context, 

Biron et al. (2011, pp. 1307-1308) propound that employees’ perceptions of the PMP are 

crucial for the PMP effectiveness and efficiency. To guarantee such a high PMP effective-

ness and efficiency, Sharma, Sharma, and Agarwal (2016, p. 239) conclude that the PMP 

in its entirety and the specific PMP elements shall above all be perceived as accurate and 

fair by the employees. However, the question of PMP effectiveness and efficiency is very 

much still an issue in both theory and practice (Poister, Pasha, & Edwards, 2013, p. 628) 

and requires further research (Biron et al., 2011, pp. 1307-1308). 

Gupta and Kumar (2013, p. 73) propose giving the topic of employee engagement more 

attention in connection to PM, which is acknowledged by Mone, Eisinger, Guggenheim, 

Price, and Stine (2011, p. 206). In this context, employees’ perceptions of the PMP act as a 

mediating factor between the actual PMP and the employee engagement (Den Hartog, 

Boon, Verburg, & Croon, 2013, p. 1642; Den Hartog et al., 2004, p. 564) and the subse-

quent employee performance (Christian, Garza, & Slaughter, 2011, p. 123). In other words, 

if employees perceive a PMP as accurate and fair, acknowledging the view by Sharma et 

al. (2016, p. 239), desired outcomes such as employee engagement may be enhanced 

(Gruman & Saks, 2011a, p. 124; Mone et al., 2011, p. 205). However, “the relationship 

between PM and employee engagement has not been explicitly and fully explored” (Mone 

et al., 2011, p. 206) and there is little empirical work on the extent, to which the percep-

tions of the PMP influence the employee engagement (Gruman & Saks, 2011a, p. 133). 

Thus, the influence of employees’ perceptions of accuracy and fairness on the employee 

engagement is worth investigating (Sharma et al., 2016, p. 239). The focus on employees’ 
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perceptions and adding their point of view to the PM research is furthermore needed, as it 

enables a more comprehensive and potentially more useful knowledge about the topic 

(DeCramer, Smolders, & Vanderstraeten, 2013, p. 368; McKenna, Richardson, & 

Manroop, 2011, p. 155).  

In sum, both scientific literature and current practical issues, with the PM in general, the 

PMP in specific, and the employee engagement, reveal the need for a more comprehensive 

research. Thus, this master thesis emphasizes the importance of PM and initially discusses 

PM and similar technical terms, to give a fundamental understanding of the topic. In the 

theoretical part, the focus is on the PMP, which is the core method to put PM into practice. 

Based on the findings in the theoretical part, the empirical part investigates the influence of 

employees’ perceptions of the PMP accuracy and fairness on the employee engagement. 

1.1 Problem Definition and Research Questions 

Using the negative situation of PM (Buckingham & Goodall, 2015, p. 42; (Deloitte 

University Press, 2014, p. 46; Pulakos, 2009, p. 3) as a starting point and main problem, 

the theoretical part of this master thesis refers to the identified research gap concerning the 

technical aspects of the PMP. Based on an existing PMP model, a holistic PMP with spe-

cific elements and activities is expounded. To evaluate the success and impact of such a 

holistic PMP, it is vital to determine the necessary factors, which the process is supposed 

to have, to guarantee both effectiveness and efficiency. To address the identified issues and 

research gaps, two derived theoretical research questions provide a guideline for the theo-

retical part of this master thesis: 

(1) Which elements and activities are necessary for a holistic PMP? 

(2) What are the main factors that determine the effectiveness and efficiency of a holistic 

PMP? 

Both research questions are answered through a comprehensive literature review and are 

essential to have a better understanding for the subsequent empirical study. Anticipating 

some findings of the literature review, it appears that the perceived PMP accuracy and 

fairness are determining aspects of the PMP effectiveness and efficiency (Sharma et al., 

2016, p. 239). Through this finding and in combination with the increasingly nascent con-
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cept of employee engagement (e.g. Gruman & Saks, 2011a, p. 133; Gupta & Kumar, 2013, 

p. 73; Mone et al., 2011, p. 206), it emerges that research is needed to determine the influ-

ence of the perceived PMP accuracy and fairness on the employee engagement. In this 

context, a further problem can be approached, given the fact that in practice only 13% per-

cent of employees are engaged according to a worldwide study conducted by Gallup (2013, 

p. 12). Due to this severe situation regarding the current state of employee engagement, it 

is vital to research on possible ways to foster engaged employees (Gruman & Saks, 2011a, 

p. 123). Addressing both PMP and employee engagement, the empirical part covers the 

identified research gap regarding the influences of the perceived PMP accuracy and fair-

ness on the employee engagement. The concerning empirical study is reinforced with ten 

derived hypotheses and refers to the empirical research question of this master thesis:  

(3) To what extent do the perceived PMP accuracy and fairness influence the employee 

engagement among employees in Austrian consulting companies? 

To utilize the perceived PMP accuracy and fairness in a context specifically suited to un-

derstand the importance of PM, which is according to Biron et al. (2011, p. 1308) an im-

portant fact to consider, the empirical study focuses on consulting companies, in which 

human resources are the most critical resources (Kim & Lee, 2012, p. 127). As cultural 

aspects play a key role within the PM area (Aguinis, 2013, p. 19) and employees’ percep-

tions of accuracy and fairness depend on the cultural standards in which the organizations 

operate (Gupta & Kumar, 2013, p. 62), the study is limited to employees in Austrian con-

sulting companies, to avoid country-related cultural biases.  

1.2 Objectives and Structure 

Based on the introductory information and the stated research questions, this master thesis 

discusses PM and the PMP in the theoretical part. The empirical part investigates the influ-

ence of the perceived PMP accuracy and fairness on the employee engagement among em-

ployees in Austrian consulting companies. 

To ensure a clear and structured scientific process, certain objectives are defined, which 

are addressed in the different chapters. In the second chapter, the objective is the definition 

of the term PM in a sophisticated way, to provide a theoretical foundation. Associated with 
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this objective, the discussion of related concepts and terms is conducted, whereby both 

clear distinctions and coherences within the PM area are presented. In consequence of the 

discussions, it is determined in which way the terms are used in this master thesis. In the 

next step, the goals of PM are identified, which enables an evaluation of the importance 

and impacts of PM. In the third chapter, an existing PMP model by Kinicki et al. (2013) is 

examined, and through the inclusion of specific PMP elements and activities, a holistic 

PMP is expounded, which serves as a foundation for the empirical study. The analysis of 

PMP elements and activities in theory and practice is in accordance with the detected re-

search gap by various scholars (e.g. Den Hartog et al., 2004, p. 567; Gruman & Saks, 

2011a, p. 133; Haines & St-Onge, 2012, p. 1171; Kinicki et al., 2013, p. 38). To specify 

the outcomes and possible consequences of the PMP, the fourth chapter illustrates positive 

outcomes of the PMP and covers negative aspects through a critical analysis. By the identi-

fication of outcomes, it is possible to set PM in a theoretical and organizational context, 

which is a requirement for the validity of the empirical study. The last objective of the the-

oretical part is the determination of the necessary factors, which a holistic PMP is sup-

posed to have, to guarantee both effectiveness and efficiency. Through the determination 

of the necessary factors for the PMP effectiveness and efficiency, a further research gap is 

covered (Biron et al., 2011, pp. 1307-1308; Poister et al., 2013, p. 628) 

The fifth chapter contains the empirical part of this master thesis. The objective of the em-

pirical study, which is based on the literature review and the holistic PMP, is the investiga-

tion of the influence of the perceived PMP accuracy and fairness on the employee engage-

ment. This objective acknowledges the found research gaps and suggestions (Biron et al., 

2011, pp. 1307-1308; Gruman & Saks, 2011a, p. 133; Gupta & Kumar, 2013, p. 73; 

McKenna et al., 2011, p. 155; Poister et al., 2013, p. 628, Sharma et al., 2016, p. 239). Us-

ing the concept of deduction, the empirical study refers to existing theoretical literature and 

findings as an input for the creation of hypotheses and the assumption that the perceived 

PMP accuracy and fairness have an influence on the employee engagement. Applying a 

scientific approach, the first subchapter of the empirical part is about the used method and 

presents the theoretical background for the empirical study. In the second subchapter, the 

study results are presented and all hypotheses are verified specifically. Based on the re-

sults, the third subchapter gives an interpretation and discusses the study results based on 

the outcomes of similar scientific studies. The sixth chapter is about implications for prac-
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tice, which give organizations suggestions to improve their PM based on a stepwise ap-

proach for the implementation and adjustment of the PMP, to ensure a higher PMP effec-

tiveness and efficiency and enhance in further consequence the employee engagement. In 

the last chapter of this master thesis, the conclusion, the important key findings are pre-

sented and the research questions are answered. 

1.3 Research Methodology 

For the writing of the theoretical part of this master thesis a primary literature review was 

conducted, which includes the usage of scientific articles, specialist books, reports, and 

current statistics about the relevant topics. By using scientific databases, such as Business 

Source Elite, Emerald Insight, or ScienceDirect, useful sources were found in the research 

process. The scientific articles were selected in accordance with the VHB-Journal 3, which 

was published by the German Academic Association for Business Research (2016). To 

ensure a high scientific standard and a high quality of the included scientific articles, pre-

dominantly articles with a ranking “A+” (classified as outstanding and leading internation-

al academic business research journals) to „C” (classified as recognized academic business 

research journals) were considered. To ensure basic theoretical understandings, some often 

cited specialist books were used in addition to the scientific articles. Furthermore, this mas-

ter thesis includes reports and statistics about the relevant topics PM, PMP, and the Austri-

an consulting sector, to bring in some actual data of organizations and essential trends. 

For the empirical part, a primary quantitative research was chosen, which was conducted 

via an online survey. More detailed definitions of the empirical research method and rea-

sons for the mentioned choice are discussed in chapter 5.1. 

1.4 Limitations 

The theoretical part was written based on existing literature, whereas the empirical part is 

about the conducted empirical study. Thus, this master thesis combines the outcomes of 

scientific articles, specialist books, reports, and the results of the executed empirical study. 

As this master thesis has a clear focus on PM, PMP and employee engagement, other HRM 



Introduction 

  7 

areas are not covered specifically. Although some different HRM concepts occur in this 

master thesis, they are used merely to outline some connections between various topics. 

As defined in chapter 5.1.3 of this thesis, the empirical study is strictly limited to employ-

ees of Austrian consulting companies. The main reason for the focus on one particular 

country is the avoidance of cultural bias, as different cultures and different countries may 

have other priorities and criteria when it comes to using PM within the organization 

(Schneider, Barsoux, & Stahl, 2014, p. 40). Another limitation is given, as this master the-

sis focuses primarily on the PM and PMP regarding the individual employees and their 

individual perceptions. Therefore, potential team aspects and team performances, which 

are an important issue in today’s business world (Budworth & Mann, 2011, p. 83) are not 

elucidated. Due to the holistic PMP approach in this master thesis, which is a necessary 

factor for the success of PM (Armstrong, 2015, p. 10) and combines the different PMP 

elements (Aguinis & Pierce, 2008, p. 140), some very specific and precise aspects and 

tools of the PMP are not investigated in detail in this master thesis. The main reason for the 

exclusion of a detailed investigation of the more specific and precise aspects and tools, 

which include for instance explicitly formalized methods of performance evaluations, is 

that they always depend on the organizational context (Den Hartog et al., 2004, p. 559) and 

are therefore difficult to analyze from a holistic point of view. Further limitations regarding 

the empirical study can be found in chapter 5.4.  

In the next chapter, the PM and related terms are discussed and it is defined how the terms 

are used in the course of this master thesis. Moreover, the main goals of PM are presented, 

to provide a basis understanding of the impacts and relevance of the topic. 
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2 Performance Management (PM) 

For a better understanding of the topic PM, this chapter gives an overview about the theo-

retical framework and some important concepts. Initially, some terms are analyzed and it is 

evaluated which terms are in which way relevant for this master thesis. In the next step, the 

goals of PM are stated, to emphasize the impact and relevance of PM for organizations. 

2.1 Definitions of the Relevant Terms 

For this master thesis, the term PM is analyzed by some definitions, which have been 

found in the relevant scientific literature. Based on the found definitions, an applicable 

definition for this master thesis is determined, to give a clear understanding of PM and 

avoid possible misinterpretations. Additionally, other related terms, which include perfor-

mance measurement, performance evaluation, performance review, management by objec-

tives (MbO), employee development, and leadership, are examined shortly, and it is de-

fined in which way the terms are used in this master thesis. 

2.1.1 Performance Management 

Armstrong (2015, p. 9) describes PM as a “continuous process of improving performance 

by setting individual and team goals which are aligned to the strategic goals of the organi-

zation”. Within this process, the performance identification and planning to create and 

achieve the goals, the performance review to assess the progress, and the development of 

employees’ knowledge, skills, and abilities (KSAs) are necessary components. This defini-

tion is acknowledged by Aguinis (2013, p. 2), who mentioned identification, measurement, 

and development of employees’ performance as the core characteristics of PM, and Kinicki 

(2013, p. 1), who delineates PM as a set of processes aimed at “defining, measuring, moti-

vating, and developing the desired performance of employees.” 

A further definition describes PM as “system through which organizations set work goals, 

determine performance standards, assign and evaluate work, provide performance feed-

back, determine training and development needs, and distribute rewards” (Briscoe & 

Claus, 2008, p. 15). Mathis and Jackson (2014, p. 320) sum up all the PM activities and 

argue that these activities are “designed to ensure that the organization gets the perfor-
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mance it needs from its employees”. Synthesizing on the definitions, the ultimate and distal 

objective of PM is the improvement of the organizational performance (Den Hartog et al., 

2004, p. 556) and organizational effectiveness (DeNisi, 2000, p. 121).  

Considering all given definitions, the term PM goes along with some crucial features. Ac-

cording to Armstrong (2015, p. 10), PM is above all about managing the business and help-

ing executives to fulfill their main objective, which is the guidance of their employees’ 

performance. A very relevant perspective in this context is that PM is much more a contin-

uous process rather than just a regular event. Other scholars (e.g. Aguinis & Pierce, 2008, 

p. 140; Biron et al., 2011, p. 1295; Den Hartog et al., 2004, p. 557; Haines & St-Onge, 

2012, p. 1159) acknowledge the focus on the continuous and ongoing process. To specify 

the stated definitions, some main characteristics respectively elements of PM as an ongo-

ing process can be identified. As stated by Kinicki et al. (2013, pp. 4-6), a PMP includes 

the four elements performance definition, performance evaluation, performance review, 

and performance consequences, which is confirmed by other scholars, who outlined more 

detailed PMP models based on the four elements (Aguinis, 2013, p. 2; Cardy & Leonard, 

2011, p. 5; Pulakos, 2009, p. 40). 

Reflecting on the definitions and the stated elements of PM, this master thesis defines PM 

as “an ongoing process of improving employee performance by defining performance, 

evaluating performance, reviewing performance, and providing performance consequenc-

es”. In more detail, the four elements include setting performance goals, establishing per-

formance standards and expectations, measuring performance, delivering feedback, provid-

ing coaching, and providing performance consequences for developmental and administra-

tive purposes. The definition and the related activities are chosen, as they coincide on the 

one hand with the definitions according to relevant authors (Aguinis, 2013, p. 2; Arm-

strong, 2015, p. 9), and represent on the other hand the practical PMP (Kinicki et al., 2013, 

pp. 4-6). 

2.1.2 Performance Measurement and Performance Evaluation 

The term performance measurement, which is used synonymously for the term perfor-

mance evaluation, is widespread in the scientific literature. Although both PM and perfor-

mance measurement have the same purpose, which is defined by the improvement of em-
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ployees’ performance, and are often used interchangeably (Radnor & McGuire, 2004, p. 

246), performance measurement is a system to measure the performance level of an em-

ployee, which is different to PM, where a range of activities are included (DeNisi, 2000, p. 

121). While performance measurement is traditionally a once-a-year event and clearly de-

fined by particular points of time, when employees’ performance are measured, PM is an 

ongoing and year-round process characterized by a permanent social contact between ex-

ecutive and employee (Aguinis & Pierce, 2008, p. 140). 

Figure 1: PM and Performance Measurement 

 

Source: Referring to Lebas, 1995, p. 34 

According to Gruman and Saks (2011a, p. 131), the performance measurement is a key 

component and a cornerstone of the more comprehensive PM. The classification of per-

formance measurement is supported by Radnor and McGuire (2004, p. 246) and more re-

cently by Mathis and Jackson (2014, p. 320), who classify performance measurement as 

the actual act of measuring employees’ performance, while PM is more seen as a holistic 

system to manage the performance. Thus, performance measurement is defined as an ele-

ment of PM, which is in accordance with other scholars (e.g. Biron et al., 2011, p. 1295; 

Den Hartog et al., 2004, p. 557; Lebas, 1995, p. 35) and can be seen in Figure 1. In this 

master thesis, the term performance evaluation is mostly used instead of performance 

measurement, given the more common use of performance evaluation in the PMP.  

2.1.3 Performance Review 

To communicate with their employees, executives often use performance reviews, which 

are in some cases also called evaluation meetings, performance interviews, or performance 

discussions. According to Farris, van Aken, Letens, Chearksul, and Coleman (2011, p. 
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377), the performance review process is defined as “the organizational activities to moni-

tor, evaluate, and communicate performance information”, which shall support both execu-

tives and employees in achieving their individual and organizational goals. Concerning this 

matter, it is vital for the success of the performance review that the activities exceed the 

traditional annual performance review meetings (Farris et al., 2011, p. 377). This very 

broad approach and definition illustrates on the one hand the importance of the perfor-

mance review as a conjunction to other PM elements, and emphasizes on the other hand 

the use of the performance review as a communication tool between executive and em-

ployees (Cederblom, 1982, p. 219; Linna, Elovainio, Van den Bos, Kivimäki, Pentti, 

Vahtera, 2012, p. 1361). 

The performance review includes discussion sessions between executive and employee, 

where the main topic is the employee’s performance during a certain period, with a focus 

on his or her progress, goals, and needs (Linna et al., 2012, p. 1361). The importance of the 

performance review is revealed, if the different utilization possibilities are considered. By 

the use of the performance review as a communication tool, executives can convey certain 

ideas and values to employees, provide employees with feedback, counsel employees, dis-

cuss about the employee’s job roles and job status, and explain and argue about past or 

future decisions within the organization (Cederblom, 1982, p. 219). Thus, the term perfor-

mance review is used in this master thesis as a communication tool between executives and 

employees, which both supports the PM activities and represents one specific element in 

the PMP. 

2.1.4 Management by Objectives (MbO) 

The concept of Management by Objectives (MbO) dates back to the work by Drucker 

(1954). MbO is still a very common term in today’s business world, and one of the main 

foundations and ideas for the use of performance as criterion for employees’ and organiza-

tion’s outcome (Favero, Meier, & O'Toole, 2016, p. 329). According to Drucker (1954), 

the use of objectives shall be the main resource regarding performance standards and a 

concept, where employees play a crucial role in determining their own objectives in coop-

eration with their executives (Greenwood, 1981, p. 226).  
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The focuses on objectives and employees’ self-control, which is connected to employees’ 

possibility to set and manage their own goals from a very proactive perspective, are the key 

points of MbO (Greenwood, 1981, p. 226). Drucker (1954) argues that persons tend to look 

initially always on their objectives and goals, and without that focus, the successful plan-

ning, conduction, and measurement of certain tasks would not be possible. MbO is mainly 

described by the common goal setting between executive, who is responsible to represent 

and implement the organizational goals, and the employee, who is asked to proactively 

bring in his or her ideas (Mathis & Jackson, 2014, p. 354). Although the concepts of MbO 

and PM have the same focus, which is the confrontation and conjunction between objec-

tives and performance, the crucial difference is the more holistic concept of PM. Thus, the 

term MbO is not used specifically in this master thesis, but the related activities of goal 

setting and measuring the performance against objectives are used as activities in the PMP. 

2.1.5 Key Performance Indicators (KPIs) 

By the use of key performance indicators (KPIs), organizations have the possibility to 

quantify the performance of their employees. Moreover, KPIs offer a valuable tool to de-

rive individual goals from the organizational goals, which is often made in combination 

with the balanced scorecard. In this context, it is crucial for organizations to determine in 

which way the KPIs shall support the holistic PM within the company (Storch, Nara, & 

Kipper, 2013, pp. 761, 767). Organizations have to be aware that the chosen methods and 

KPIs, which need to be well defined, have an impact on the follow-up activities and are 

therefore an important tool for a well-working PMP (Ahmed, Sultana, Paul, & Azeem, 

2013, pp. 718-719). 

Although the difficulty to design and implement a sophisticated and useful system of KPIs 

has to be recognized, a properly conceptualized system supports organizations in terms of 

performance evaluation and connected follow-up activities (Ahmed et al., 2013, p. 719). 

Acknowledging the importance and possibilities of the utilization of KPIs in an organiza-

tional context, KPIs are in this master thesis determined as a tool within the performance 

evaluation, and therefore also seen as a potential activity of the PMP, but not covered in 

detail. 
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2.1.6 Employee Development 

The term employee development appears in the scientific literature often in relation to PM. 

The development of employees, which Boswell and Boudreau (2002, p. 392) define as any 

effort which is connected with enriching employees’ KSAs to improve their performance, 

is closely related to PM and an important perspective to consider within the studies of 

HRM (Kinicki et al., 2013, p. 3). In fact, the use of PM for developmental activities is a 

key aspect in the PMP and becomes apparent in the performance consequences stage, 

where both the development of the employees and administrative decisions shall be con-

sidered, but with a higher focus on developmental aspects (Armstrong, 2006, p. 151; Scul-

len, Mount, & Goff, 2000, p. 956). Based on the utilization of the PMP for developmental 

purposes, employees can benefit through feedback, coaching, and training (Boselie, Dietz, 

& Boon, 2005, p. 68; Guest, 1997, p. 269), if the activities are properly integrated in the 

PMP and executives show the willingness to provide the necessary activities (Boswell & 

Boudreau, 2002, pp. 397-398). 

Given the stated information, the employee development is an essential perspective in the 

area of PM, but must not be mixed up with the more extensive and comprehensive concept 

of the PMP (Dewettinck & Van Dijk, 2013, pp. 821-822). Thus, and with consideration of 

the fact that employee development is one of the main benefits of the PMP (Boselie et al., 

2005, p. 68; Guest, 1997, p. 269), this master thesis defines employee development as an 

outcome of the PMP.  

2.1.7 Leadership 

According to House et al. (1999, p. 172), leadership is defined as “the ability of an individ-

ual to influence, motivate, and enable others to contribute toward the effectiveness and 

success of the organization”. This definition is recognized by Yukl (2002, p. 21), who stat-

ed that leadership is both a “process of influencing others to understand and agree about 

what needs to be done and how it can be done effectively” and a “process of facilitating 

individual and collective efforts to accomplish the shared objectives”. 

Although other authors acknowledge the two definitions, there is no definition of leader-

ship, which is universally valid. This fact was already emphasized by Stogdill (1974, p. 

259), who argued that almost each scholar has his or her own definition of leadership. Ki-
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nicki et al. (2013, pp. 3-7) discussed in their work the differences between PM and leader-

ship and argue that the two terms are theoretically distinct concepts, given the continuous 

scholarly discussion about differences between management and leadership. Leaders and 

executives have to be careful that the PM is not mixed up with existing leadership ap-

proaches, as a conflation might cause confusion regarding the important separation of PM-

related activities and leadership activities. On the other hand, leadership models support 

the PM, as for instance transformational leaders communicate high performance expecta-

tions and transactional leaders operate with reward systems, which are both activities of 

PM. In fact, the management of employee performance is a key aspect for leaders and it is 

indicated that leaders, who actively engage in PM activities, produce better results than 

those, who are not committed to PM (Pulakos, Mueller-Hanson, O'Leary, & Meyrowitz, 

2012, p. 1). 

Based on the acknowledgement that leadership and particular leadership styles support the 

PM, the concept of PM has to be furthered through leadership (Kinicki et al., 2013, p. 6), 

as leadership is an indispensable requirement for the success of a PM and provides em-

ployees with resources, which can improve their performance (Gruman & Saks, 2011a, p. 

131). For that reason, the term leadership is classified in this master thesis as a requirement 

for a well-working PM, but not investigated specifically. 

2.2 Use of the Relevant Terms in this Master Thesis 

The term PM is defined as an ongoing process of improving employee performance by 

defining performance, evaluating performance, reviewing performance, and providing per-

formance consequences. Although performance evaluation is sometimes used synony-

mously with PM, in this master thesis the term performance evaluation, which is equated 

with the term performance measurement, is determined as an element of the more holistic 

and comprehensive PM. The topic performance review is used as a communication tool 

between executives and employees, which both supports the PM activities and represents 

one specific element in the PMP. The concept of MbO is not used specifically in this mas-

ter thesis, but the general goal setting is used as an activity of the PMP. KPIs are seen in 

this master thesis as a possible method to conduct performance evaluation, but are not pro-

foundly investigated. Employee development is categorized as an outcome of PM and is 
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analyzed in chapter 4. The term leadership is seen as a requirement for a well-working PM, 

but is analyzed in detail. 

2.3 Goals of Performance Management 

Considering the goals of PM from a very general point of view, Biron et al. (2011, p. 1297) 

argue that it can be differentiated between tactical (short-term) and strategical (long-term) 

goals. From a short-term perspective, PM is supposed to generate useful information for 

HR-connected decisions. Such decisions can reflect in “salary adjustments, promotions, 

employee recruiting and termination, recognition of superior individual performance, iden-

tification of poor performance, and merit increases” (Biron et al., p. 1297). The enablement 

of HR-connected decisions is supported by Cleveland, Murphy, and Williams (1989, pp. 

130-131), who furthermore argue that different goals and utilizations of PM have to be 

aligned, to avoid potential misunderstandings and conflicts. Additionally, PM enables for 

both executives and employees a better understanding about the actual status-quo, retro 

perspective, and prospective characteristics regarding employees’ performance. The gained 

understanding, which also includes the identification of employees’ strengths and weak-

nesses, can be used in further consequence to identify and determine appropriate activities 

in terms of further education, training, and other activities, to improve the individual per-

formance (Biron et al., 2011, p. 1297). Aguinis (2013, pp. 4-5) extends the goals of PM by 

a better clarification regarding job roles and job expectations, employees’ improved self-

insights and self-developments, and a clearer communication culture within the company 

regarding objectives and performance.  

From a strategical point of view, PM is applied to support the company and the executives 

to achieve business objectives (Biron et al., 2011, p. 1297). PM is becoming more and 

more a strategical tool, given the development from a merely performance evaluation sys-

tem towards a holistic and a broader understanding of PM systems (Budworth & Mann, 

2011, p. 82). Biron et al. (2011, pp. 1305-1306) showed in their study that PM systems in 

world-leading firms are characterized by more strategical approaches and are used to link 

daily activities to the organization’s overall strategy and goals. Through the derivation of 

individual goals for the employees from the organizational objectives, companies can en-

sure that the performance outcomes of employees are in line with the strategical organiza-
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tional goals (Aguinis, 2013, p. 3). Furthermore, through the close conjunction between 

organizational and individual objectives, employees are more willing to accept their own 

goals, as they recognize the importance of their own contribution through their perfor-

mance (Aguinis, 2013, p. 5). Another useful benefit of PM is its possible utilization for 

change management. PM is a useful and well-working method to drive organizational 

change in a systematic way. If organizations are willing to change certain aspects of their 

culture, structure, or principles, and have clarified and established the new approaches, 

they have the possibility to implement them through their PM. In further consequence, 

executives can provide their employees with tools, methods, and motivation, to foster the 

individual change, which support subsequently the organizational change process (Aguinis, 

2013, p. 6). 

Concluding, the main goal of PM is the improvement of employees’ performance (Arm-

strong, 2015, p. 9; Den Hartog et al., 2004, p. 556), which ensures that the company gets 

the employee performance it needs to reach the organizational goals (Kinicki et al., 2013, 

p. 1; Mathis & Jackson, 2014, p. 320). To generate the desired high performance of their 

employees, companies have to guarantee that their employees have a high engagement, as 

both theory and practice reveal that there is a positive linkage between employee engage-

ment and high employee performance (Gruman & Saks, 2011a, p. 133). 

2.4 Key Findings and Further Course of Action 

PM describes an ongoing process with different elements and activities to ensure that “the 

organization gets the performance it needs from its employees” (Mathis & Jackson, 2014, 

p. 320). Summing up the identified activities of a PM, scientific literature shows that the 

performance definition with a common goal setting between executive and employee 

(Aguinis, 2013, p. 3; Biron et al., 2011, p. 1297) is one key issue of PM. Furthermore, PM 

includes the appropriate evaluation of employees’ performance (Mathis & Jackson, 2014, 

p. 320; Radnor & McGuire, 2004, p. 246) and the communication and performance re-

views between executives and employees (Farris et al., 2011, p. 377; Linna et al., 2012, p. 

1361). By applying the PM both as a strategical and tactical tool, organizations have the 

chance to accomplish both short-term and long-term objectives (Biron et al., 2011, p. 

1297). 
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The mentioned key activities of PM have to be arranged and connected in an appropriate 

manner, to support the accomplishment of the PM objectives (Mathis & Jackson, 2014, p. 

320). To define an appropriate arrangement of the elements and to provide a holistic PM 

approach, in the next chapter the PMP model by Kinicki et al. (2013) with the respective 

elements are presented and analyzed. The model reflects the specified definition of PM for 

this master thesis, the ongoing process of improving employee performance by defining 

performance, evaluating performance, reviewing performance, and providing performance 

consequences. Through the inclusion of specific PMP elements and activities, a holistic 

PMP is expounded, which serves in further consequence as a foundation for the empirical 

part of this master thesis. 
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3 Performance Management Process (PMP) 

In this chapter, a holistic PMP is particularized, including the general PMP elements and 

specific PMP activities. The presented PMP is derived from the integrated PMP model by 

Kinicki et al. (2013), whereby the model is a junction based on other PMP models in the 

scientific literature (Aguinis, 2013; Cardy & Leonard, 2011; Cascio, 2006; Pulakos, 2009). 

In addition to the classical PMP models, the PMP facilitator model by Biron et al. (2011) 

and the engagement management model by Gruman and Saks (2011a) are included as sup-

plemental aspects in the description and analysis of the presented PMP.  

Figure 2: Integrated PMP 

 

Source: Kinicki et al., 2013, p. 4 

As illustrated in Figure 2, the integrated PMP model has four key elements: (1) define per-

formance, (2) evaluate performance, (3) review performance, and (4) provide performance 

consequences, where each element has one or more subcategories. The subcategories are 

necessary activities in the PMP and include typically the setting of performance goals, the 

establishment and communication of performance standards, the measurement of perfor-

mance, feedback and coaching, and follow-up activities (Dewettinck & Van Dijk, 2013, p. 

806). The depiction of the PMP in four elements is in accordance with Aguinis (2013, p. 

2), who puts in his PMP model an emphasis on identifying, measuring, and developing 

performance, whereby developing performance includes both the review of the perfor-
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mance and the provision of performance consequences. In the following subchapters, the 

four PMP elements are propounded individually. Important aspects and activities for every 

PMP element are discussed, to have a basis for the empirical part. 

3.1 Performance Definition 

The first PMP element is based on the notion that there is a need to define successful per-

formance, to determine standards for future performance and provide a basis for setting, 

establishing, and communicating performance goals and performance expectations (Ki-

nicki et al., 2013, p. 4). A PMP shall be based on the “what has to be achieved” (perfor-

mance goals) and the “how the work has to be achieved” (performance expectations) 

(Aguinis & Pierce, 2008, p. 140). The differentiation of performance goals and perfor-

mance expectations is in accordance with the well-known difference between effectiveness 

and efficiency by Drucker (1963). While effectiveness is defined as doing the right things 

and, considering the PM perspective, connected to the performance goals, efficiency is 

defined as doing the things right and therefore connected with the performance expecta-

tions. The two-sided approach and acknowledgement of both effectiveness and efficiency 

is essential in the PM area, as “there is surely nothing quite so useless as doing with great 

efficiency what should not be done at all” (Drucker, 1963, p. 54). 

To ensure the effectiveness of the PMP definition, which is connected to the performance 

goals, two distinctive prerequisites appear. The prerequisites provide a foundation for the 

implementation and execution of the PMP and contain both the organizational-wide 

knowledge of the organization’s mission and goals, and employees’ knowledge about their 

individual job roles and responsibilities (Aguinis, 2013, p. 38). Companies have to ensure 

that both employees and executives are aware of the overall organizational components, 

and understand and internalize them to the highest possible extent (Aguinis & Pierce, 

2008, p. 141). In this context, the alignment of the performance with the goals of the or-

ganization is an important part of a PMP. By deriving employees’ individual performance 

goals from the overall organizational goals, the organization can gain a competitive ad-

vantage and establish a strategic congruence between the organizational level and the indi-

vidual level (Aguinis, 2013, p. 19). Thus, a PMP helps to show the explicit contribution of 

employee’s performance to the organizational goals, which shall provide a shared under-
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standing about the necessary performance achievements and responsibilities between em-

ployer and employee, which is connected to the second prerequisite regarding employees’ 

job roles and responsibilities. As Aguinis (2013, p. 3) concludes, “PM systems that do not 

make explicit the employee contribution to the organizational goals are not true PM sys-

tems”. A well-designed PMP therefore both derives the individual performance goals from 

the organizational goals and shows employee’s contribution to the organizational goals, 

which is also acknowledged by other scholars (e.g. Armstrong, 2006, p. 49; Biron et al., 

2011, p. 1297; Gruman & Saks, 2011a, p. 128; Mathis & Jackson, 2014, p. 351). 

As Gruman and Saks (2011a, p. 128) state, the goal setting process is supposed to “stimu-

late energy, focus, and intensity or the feeling of engagement”, whereby the crucial aspect 

of a common goal development between executive and employee has to be highlighted. To 

achieve a common goal development, the communication is vital, as it transfers infor-

mation between people and causes a better understanding between executive and employee 

(Kinicki et al., 2013, p. 5) on what has to be done by each individual (Armstrong, 2006, p. 

49). The determining effect of the communication within the goal setting process ensures 

explicit outcomes in terms of justification and legitimacy. By defining goals through a so-

cial process between executive and employee, where both have a saying and a vote, it is 

more likely that employees internalize the goals they agree on (Anderson, 1983, p. 214). 

However, to ensure that the organizational goals are carried out by employees’ individual 

performance, executives have to represent and implement the organizational perspective in 

the communication procedures (Mathis & Jackson, 2014, p. 351). Bouskila-Yam and 

Kluger (2011, p. 141) advocate in this regard for a win-win approach, which is given if the 

goals are designed to simultaneously address the organizational goals and comprise em-

ployees’ goal preferences. Applying the performance goals and expectations to the goal 

setting theory (Locke, 1968), which argues for a positive relationship between clearly iden-

tified goals and performance, employees can enhance their performance by the use of 

PMP. In a more recent article, Lathman, Stajkovic, and Locke (2010) expressly underline 

the topicality of the goal setting theory and argue that goal setting can be applied effective-

ly in any context, in which an individual has a certain control over the outcomes and re-

sults, and that a goal is a conscious regulator of employees’ behavior and performance (p. 

243). The goal setting enhances the potential level of employees’ performance and stimu-

lates employees to reach their maximum capability. If employees receive clear goals and 
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clear information how they can reach those goals through performance expectations, they 

understand their responsibilities and tasks more in-depth and can execute their work in a 

better way, which leads for instance to a more innovative behavior (Yuan & Woodman, 

2010, p. 333). Through the understanding of the goals and the information how employees 

achieve them, there is furthermore a basis for the follow-up elements of the PMP 

(Dewettinck & Van Dijk, 2013, p. 808). 

In direct conjunction to the goal setting process, the establishments of psychological con-

tracts are necessary to continue the PMP sophisticatedly. Psychological contracts are char-

acterized by mutual obligations between employer and employee and create an increased 

employee engagement, if employees believe that the organization has fulfilled its obliga-

tions to them (Karagonlar, Eisenberger, & Aselage, 2016, p. 23). Kahn (1990) describes in 

his work three psychological conditions, which are leading to the creation of psychological 

contracts and the connected employee engagement, including discernible benefits for the 

employee (psychological meaningfulness), a certain degree of protection from the organi-

zation for the employees (psychological safety), and the organization’s allocation of physi-

cal, emotional, and psychological resources for the employees (psychological availability). 

By fulfilling the three conditions and the creation of a sophisticated psychological contract 

between organization and employee, positive outcomes in terms of employee engagement 

and other behavioral outcomes can be seen (Karagonlar et al., 2016, p. 34). Thus, it is im-

portant for organizations to have psychological contracts with their employees to ensure 

the success of the PMP (Gruman & Saks, 2011a, p. 129). 

The engagement management model by Gruman and Saks (2011a) emphasizes the im-

portance of a performance agreement, which contains what employees are expected to ac-

complish and is characterized by a common development between executives and employ-

ee towards the performance expectations (Gruman & Saks, 2011a, p. 128). As Armstrong 

(2006, pp. 49-50) highlights, the agreement provides a reference point for other elements 

and activities in the PMP, including performance evaluation, performance review, and the 

deduction of performance consequences. Aguinis (2013, pp. 46-47) uses instead of perfor-

mance agreement the term performance planning, which is characterized by an initial dis-

cussion between executive and employee about results, behaviors, and individualized de-

velopment plans. Results are the outcome employees have to provide for the organization 

through their work and are often determined in job descriptions. To have the desired re-
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sults, a common agreement between executive and employee about the performance stand-

ards and the conjunct behaviors and responsibilities of both parties is necessary. The per-

formance standards are the acceptable level of performance, which an employee has to 

reach at the minimum. Based on discussions about results, behaviors, and performance 

standards, executive and employee are expected to agree on an individualized development 

plan for the employee. The development plan contains areas, in which the employee is 

supposed to improve in the future (Aguinis, 2013, pp. 46-47), and is characterized by 

adapted courses of action to be conducted by executive and employee to enhance the per-

formance. Individualized and employee-specific development plans establish in further 

consequence a structure for employees’ future and conjoin employees’ development with 

the necessary support of the executive (Aguinis, Gottfredson, & Joo, 2012b, p. 612). A 

study by Poister et al. (2013, p. 632) acknowledges the importance of the performance 

planning and reveals that strategic performance planning contributes to an improved per-

formance of organizations. In the second step, which Gruman and Sacks (2011a, pp. 127-

128) call engagement facilitation, the employee is supposed to be supported in terms of 

“job design, leadership, coaching, executive support, and training” (Gruman & Saks, 

2011a, p. 127). The job design refers to the tasks an employee is supposed to do, related to 

his or her jobs. To increase the employee engagement, employees shall be given a voice in 

the design of their work and the associated tasks and assignments, which represents a key 

aspect for the perception of the procedural fairness for employees (Colquitt, 2001, p. 388). 

By conducting a mutual discussion between employer and employee, similar to the goal 

setting process, the psychological meaningfulness is fostered again, which acts as a prereq-

uisite for a higher employee engagement. However, not only employees’ possibilities to 

have a say in their job design is crucial, also the characteristics of the work are important 

for a better psychological meaningfulness. Concerning the characteristics, a work is sup-

posed to be “challenging, clearly delineated, varied, creative, and somewhat autonomous” 

(Kahn, 1990, p. 704), to provide a high degree of psychological meaningfulness. Lastly, 

there must be a compatibleness between employees’ skills, needs, and values and their job 

and organization to make employees be more engaged (Gruman & Saks, 2011a, pp. 129-

130). 

Biron et al. (2011, p. 1306) acknowledge the importance of the performance agreement, 

engagement facilitation (Gruman & Saks, 2011a), and performance planning (Aguinis, 
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2013), and state that the expectations about an employee’s performance have to be clearly 

communicated to ensure a well-working PMP. Employees have to know what behaviors 

are important, what behaviors are expected, and what behaviors are rewarded in the organ-

izational context. By a clear communication between executive and employees, the em-

ployees shall infer the appropriate performance (Bowen & Ostroff, 2004, p. 208). In con-

trast to a limited performance evaluation approach, where employees are appraised against 

rating scales without having information about the circumstances, a more holistic approach 

with a clear communication is useful to provide employees with a possibility to manage 

their way towards the performance goals (Biron et al., 2011, p. 1306). As an additional 

aspect for the definition of the performance, Biron et al. (2011, p. 1309) argue that there is 

a need to include the senior management in the PMP. Although the HRM department is 

mostly responsible for all the PMP administration, the actual contribution and willingness 

of executives, and in particular the senior executives, is necessary to convey the im-

portance of the PMP to the employees (Biron et al., 2011, p. 1298).  

Summing up, the definition of the performance is a crucial element, where a lot of aspects 

and activities have to be considered. Starting with the initial understanding that both effec-

tiveness and efficiency (Drucker, 1963, p. 54) have to be included in the process by focus-

ing on both goal setting and performance expectations (Kinicki et al., 2013, p. 4), a com-

mon knowledge regarding organizational goals and job responsibilities is a prerequisite for 

the PMP (Aguinis, 2013, p. 38). In the goal setting process, employees have to be informed 

about what has to be done (Aguinis & Pierce, 2008, p. 141), whereby their individual goals 

shall be derived from the organizational goals (Armstrong, 2006, p. 49; Mathis & Jackson, 

2014, p. 351) and set mutually based on a discussion between employee and executive 

(Armstrong, 2006, p. 49). For the establishment of performance expectations, scholars ar-

gue for a common agreement between executive and employees (Gruman & Saks, 2011a, 

p. 128) about the behaviors and responsibilities of both parties (Aguinis, 2013, pp. 46-47). 

The performance expectations furthermore includes employees’ rights to contribute to the 

design of their job (Gruman & Saks, 2011a, pp. 127-128), the general importance of a clear 

communication (Kinicki et al., 2013, p. 5), and the involvement of the senior executives as 

PMP facilitators (Biron et al., 2011, p. 1295). 
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3.2 Performance Evaluation 

The performance evaluation is in this master thesis classified as the actual act of evaluating 

or measuring employees’ performance (Mathis & Jackson, 2014, p. 320). As Budworth and 

Mann (2011, pp. 81-82) summarize, the performance evaluation was historically the core 

focus in the scientific community when it came to employee’s performance. Although 

scholars and organizations acknowledge more and more the broader concept of PM, the 

performance evaluation element remains a key element and a cornerstone of a PMP (Gru-

man & Saks, 2011a, p. 131), which has the aim to “make employee performance explicit 

and measurable to make performance more manageable” (Den Hartog et al., 2004, p. 557). 

As the performance evaluation is based on employees’ performance and needs a perfor-

mance, which can be measured, the performance execution is a prerequisite for this PMP 

element. Aguinis (2013, p. 48) puts emphasis on the performance execution, during which 

both employee and executive have to fulfill indispensable duties and obligations to contin-

ue with the performance assessment subsequently. Employees are expected to have a high 

commitment towards the achievement of their agreed goals, and shall commit their best to 

fulfill the performance expectations and obligations agreed on in the preceding perfor-

mance definition. They are supposed to have a proactive behavior for getting information 

from their executives, which shall give employees a better understanding of their perfor-

mance and ensure subsequently a valuable performance review. For the preparation of the 

following performance reviews, it is expected from employees that they share their per-

formance data and provide the executive with insights from their own perspective. In this 

context, a well-functioning bilateral communication between employee and executive is 

seen as a crucial element (Biron et al., 2011, p. 1295). On the other hand, the executive has 

to be aware of his or her duties and obligations similarly. Executives are supposed to 

communicate with the employee and provide necessary information about possible changes 

in the organization, which might influence the employee’s work conditions and environ-

ment. Thus, executives have the duty to allocate the necessary resources for their employ-

ees, to support them in fulfilling their performance goals. Another responsibility during the 

performance execution is the observation and documentation of employees’ performances. 

By keeping track of both positive and negative performance on a continuous basis, the ex-

ecutive has a proper foundation for the following PMP steps (Aguinis, 2013, p. 48). Taking 
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the aspect that performance evaluation shall be timely and on a continuous basis, Bucking-

ham and Goodall (2015, p. 43) argue that typical once-a-year measurements are outdated 

and do not correspond to the emerging needs of organizations in today’s rapidly changing 

environment. It is therefore suggested that executives conduct so called “performance 

snapshots”, which are quickly captured performance evaluations, after every project or 

quarterly in the course of a year (Buckingham & Goodall, 2015, p. 46).  

When it comes to the design and the formalized methods of the performance evaluations, it 

has to be distinguished between the content (what is measured) and the process (who 

measures and how is it measured) (Den Hartog et al., 2004, pp. 557-558; Furnham, 2004, 

p. 87). Regarding the content of the performance evaluation, Budworth and Mann (2011, 

pp. 82-83) reveal that in scientific literature many different possibilities for the measure-

ment of performance can be found, which differ in validation, accuracy, and appropriate-

ness. DeNisi and Smith (2014, pp. 131-133) state that many performance evaluation meth-

ods and tools were used historically respectively are used in organizations today. Early 

measurement methods, which started in the 1940s and 1950s, used different forms of trait-

based rating scales, which included employee’s personality, skills, and characteristics. 

Apart from the trait-based rating scales, the behaviorally based scales began to develop, 

which were focused on employee’s actual behavior instead of their personality or skills 

(Budworth & Mann, 2011, p. 82). The methods differed in their content, including graphic 

rating scales, critical incident techniques, and mixed rating scales (DeNisi & Smith, 2014, 

pp. 131-133). More modern performance evaluation methods include for instance the use 

of KPIs and balanced-scorecards (Storch et al., 2013, pp. 761,767). Written reports and 

ratings are encouraged in this regard, as they provide valid information and evidence for 

the continuation of the PMP (Aguinis, 2013, p. 49). Considering the variety of possible 

performance evaluation methods, the fact that they have to be adjusted to the organization-

al context remains the key aspect (Den Hartog et al., 2004, p. 559). 

In terms of the process, it is important that the responsible persons for the performance 

evaluation, mostly HRM employees or executives, are trained sufficiently. By having rater 

trainings and supporting people with the skills to rate employees appropriately in the PMP, 

the probability of biases and cognitive errors can be decreased (Biron et al., 2011, p. 1298; 

Lee, 1985, p. 328) and often-occurring rating errors (Furnham, 2004, p. 87) can be mini-

mized. The rater trainings become especially important if employees’ results of the per-
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formance evaluation are connected to other HRM activities, including reward and devel-

opment systems (Biron et al., 2011, pp. 1306-1307). A comprehensive study about rating 

techniques and connected rating biases was conducted by Scullen et al. (2000). They re-

vealed in their research that more than half of the observed rating variance (62%) of the 

classical performance evaluation by the executive was associated with idiosyncratic 

tendencies (Scullen et al., 2000, p. 965). Idiosyncratic tendencies are connected to raters’ 

rating tendencies and include for instance effects such as the halo effect (Scullen et al., 

2000, p. 957), where inappropriate generalizations from one aspect of an employee’s per-

formance to all performance areas of the concerned person are taken (Furnham, 2004, p. 

87). Acknowledging the fact that rating biases are a considerable challenge in the perfor-

mance evaluation, Budworth and Mann (2011, p. 82) support the need for rater trainings 

and argue that executives shall be provided with techniques that allow them to observe 

their employees and ensure that they understand the used tools for the performance evalua-

tion. Through appropriate techniques and skills, raters are expected to establish a common 

understanding of the employees’ different performance areas in further consequence. An-

other argument for the investment in rater trainings and their actual usage is that the raters 

are gaining more knowledge about the PM in general, which might improve the whole 

PMP (Lee, 1985, p. 329; London, Mone, & Scott, 2004, p. 331). In further consequence, 

employees attach great importance to the PMP of their organization, which enables a 

common understanding and results in a better collaboration between the individual and 

organizational perspective (Biron et al., 2011, p. 1299).  

Despite the importance of the rating techniques and rating accuracy, the core focus of the 

performance evaluation, which is defined as the foundation for performance improvement 

and enhancement (Budworth & Mann, 2011, pp. 82-83), has to be acknowledged and re-

fers to the way performance is evaluated. More attention shall be given to the motivational 

factor of the evaluation rather than to the actual accuracy, which is only worth to improve 

as long as it affects the employee engagement (DeNisi & Smith, 2014, p. 133). To ensure a 

positive effect for the employee engagement, Gruman and Saks (2011a, p. 127) advocate 

that the performance evaluation shall focus on fairness and trust. A performance evalua-

tion, which is perceived as fair and accurate by the employees, enhances their trust towards 

their executives and organization (Gruman & Saks, 2011a, p. 131). The degree of trust 

employees have for the performance evaluation and the involved persons, depends on 
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whether employees value the measurement systems as “predictable, consistent, clear, and 

nonthreatening” (Kahn, 1990, p. 708). If the characteristics are given and unclear and un-

predictable situations are avoided, the psychological conditions are fulfilled to a higher 

extent. On the other hand, if the performance evaluation methods and the connected proce-

dures are interpreted as unclear, non-understandable, and unfair, the outcomes themselves 

will not perceived as fair (DeNisi & Smith, 2014, p. 133). In this context, the differentia-

tion between the procedural fairness, which focuses on employees’ perceived fairness re-

garding the process, and the distributive fairness, which is connected to employees’ per-

ceived fairness regarding the specific outcomes, has to be acknowledged (Folger & 

Konovsky, 1989, p. 115). Both ways of interpreting fairness are important to have a gen-

eral sense of fairness from employees’ perspective (DeNisi & Smith, 2014, p. 133). 

Besides the traditional performance evaluation, where the executive rates the performance 

of the employee, Aguinis (2013, p. 49) advocates a two-sided approach, where the em-

ployee’s performance is evaluated both from the employee himself or herself on a self-

reflective basis and the executive from an organizational perspective. The employee’s self-

evaluation shall provide the possibility for the employee to actively engage in the PMP and 

give a better understanding of their performance, as they can compare and confront their 

own point of view with the executive’s external view. Moreover, self-evaluations and self-

measurements might improve the employee’s satisfaction with the process and consequent-

ly increase the willingness to accept the PMP (Aguinis, 2013, p. 49) both in terms of per-

ceived accuracy and fairness (Gruman & Saks, 2011a, p. 131). 

To conclude the performance evaluation element, performance evaluation provides the 

possibility to analyze and rate employees’ behavior (Gruman & Saks, 2011a, p. 132), 

which is a critical for an effective design of a PMP, as the subsequent activities regarding 

the improvement of employees’ performance are based on the outcome of the performance 

evaluation (Den Hartog et al., 2004, p. 557). From a strategical perspective, organizational 

decisions and organizational planning shall rely on an accurate performance evaluation 

(Wildman, Bedwell, Salas, & Smith-Jentsch, 2011, p. 307). Having both the importance of 

the motivational factor for employees and the strategical factor for the organization itself in 

mind, organizations are expected to have a broad understanding of what constitutes the 

performance evaluation (DeNisi & Smith, 2014, p. 134). The goal and determining effect 

of the performance evaluation is on the one hand the quantification of employees’ perfor-
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mance (Den Hartog et al., 2004, p. 557), which acts as basis for subsequent activities 

(Wildman et al., 2011, p. 307), and on the other hand the improvement of employees’ en-

gagement and motivation (DeNisi & Smith, 2014, p. 133). Furthermore, as a prerequisite 

for the actual performance evaluation, the performance execution is important to consider, 

as it is connected to some necessary behaviors and activities from both employee and ex-

ecutive (Aguinis, 2013, p. 48). In terms of the formalized method of the performance eval-

uation, different forms can be applied, which differ in content and process characteristics 

and have to be adjusted to the organizational context (Den Hartog et al., 2004, pp. 557-

559). Lastly, a two-sided approach, where employees’ performance is measured both from 

themselves and from their executives is proposed (Aguinis, 2013, p. 49), as it supports em-

ployees’ perceptions of accuracy and fairness (Gruman & Saks, 2011a, p. 131). 

3.3 Performance Review 

The next step in the PMP, the performance review, is mainly characterized by the commu-

nication between executive and employee. As Linna et al. (2012, p. 1361) state, the main 

topics and contents of discussions are the employee’s performance during a certain period, 

with a focus on his or her progress, goals, and needs. The inclusion of the development 

plan, which is an outcome of the performance definition element, is another key point and 

shall ensure that the employee receives the appropriate resources to develop his or her 

KSAs for a better performance (Aguinis, 2013, pp. 50-51). In general, the performance 

review shall be seen as a continuous communication between employee and executive, 

whereby the communication needs to focus on the future rather than on the past (Den Har-

tog et al., 2004, p. 557). If employees have a positive perception of the two-way communi-

cation between them and their executives, it will lead to a higher level of satisfaction about 

the whole PMP (DeCramer et al., 2013, p. 367). Through performance reviews, executives 

have the opportunity to discuss the significance of employees’ behaviors and potential ad-

justments and improvements for the future. By providing recognition and incentives for 

employees, who have shown an outstanding behavior and engagement, the impact of the 

whole engagement appraisal can be enhanced (Gruman & Saks, 2011a, p. 132). In accord-

ance with the view that communication is the key element in the performance review, ex-
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ecutives are expected to provide performance feedback to employees and coach them to 

improve their future performance (Kinicki et al., 2013, p. 5).  

Several scholars argue that providing feedback to employees is one of the key activities for 

an executive in the PMP (e.g. Kinicki et al., 2013, p. 5; Mone et al., 2011, p. 207). Kinicki 

Prussia, Bin, and McKee-Ryan (2004) revealed in their study, which was based on the 

feedback model by Ilgen, Fisher, and Taylor (1979) that employees’ perception of feed-

back depends mainly on two areas. It is crucial for organizations and executives to estab-

lish a feedback-rich environment, which is given when employees’ perceive the received 

feedback as “specific, frequent, and positive” (Kinicki et al., 2004, p. 1064). In addition to 

the feedback-rich environment, the credibility of the feedback source is a determining fac-

tor for employees’ feedback perception, as it is more likely that employees show a higher 

motivation to respond to feedback, when they receive the feedback from a trusted and 

knowledgeable executive (Kinicki et al., 2004, p. 1065). Given the two prerequisites for a 

successful feedback, which positively influence employees’ perceptions of feedback accu-

racy (Kinicki et al., 2004, p. 1066), three main issues for executives are becoming appar-

ent. Firstly, the way feedback is delivered to employees affects the likelihood of the em-

ployees responding to the feedback in a positive way. Executives are in this sense expected 

to give feedback on an ongoing and premature basis, whereby positive feedback reinforces 

and encourages the employee and negative feedback remedies potential issues as early as 

possible (Aguinis, 2013, p. 48). The encouragement through feedback is more likely when 

it is in accordance with employees’ self-impression, and as self-impressions tend to be 

more positive than negative in general, employees will react more to positive than to nega-

tive feedback (Kinicki et al., 2004, pp. 1066-1067). As suggested by the positivity ratio by 

Fredrickson and Losada (2005, p. 685), employees shall receive at least three positive 

feedback arguments for every negative feedback. If the positivity ratio, which is also called 

“Losada Line”, is fulfilled or surpassed, employees might experience the process of human 

flourishing, which is defined as living “within an optimal range of human functioning, one 

that connotes goodness, generativity, growth, and resilience” (Fredrickson & Losada, 

2005, p. 678). Although the positivity ratio is called into question by Brown, Sokal, and 

Friedman (2013), who argue that the ratio has not been adequately justified and doubt that 

a positivity ratio, which is independent from demographic and cultural factors, exists, they 

agree that positive feedback is more likely to produce positive outcomes in general (pp. 



Performance Management Process (PMP) 

  30 

812-813). Approaches to emphasize the positivity in the feedback conversation are the 

strengths-based approach, where executives highlight their employees’ strengths and ask 

them to make more intensive use of the strengths (Aguinis, Gottfredson, & Joo, 2012a, p. 

107) and the use of feedforward interviews. The feedforward interview focuses on a “full 

of life” experience at work and shall make the employee aware of such a positive situation, 

to improve consequently his or her positive mood and the willingness to internalize the 

received feedback (Bouskila-Yam & Kluger, 2011, pp. 139-140). 

However, executives cannot avoid providing negative respectively constructive feedback, 

which provides the employee with information how to perform differently to receive posi-

tive feedback in the future (Furnham, 2004, p. 93). Given the sensitivity and risks associat-

ed with negative feedback, feedback needs to come from a valid and accurate performance 

evaluation, which is the second main issue for executives. Hence, the connection between 

the performance evaluation and the performance review is essential, as employees are un-

likely to accept negative feedback, which is not based on a procedurally just performance 

evaluation (Kinicki et al., 2004, p. 1067) and can only process negative feedback when it is 

based on reliable evidence (Furnham, 2004, p. 93). The third issue, which executives have 

to be aware of, is their own credibility as a feedback source. As study results by Kinicki et 

al. (2004, p. 1063) reveal, it is more likely that employees react positively on received 

feedback from their executive, if they trust their executive and assess him or her as a 

knowledgeable person concerning the performance. Giving positive feedback is connected 

to a higher employee engagement and performance. However, if feedback is perceived as 

destructive or hurtful for the employee, it can compromise employees’ degree of psycho-

logical safety (Gruman & Saks, 2011a, p. 132). Atwater, Brett, and Charles (2007, p. 303) 

suggest in this regard the use of multisource feedback or 360-degree feedback, where the 

recipient receives feedback from multiple persons and sources (p. 285). The multisource 

feedback can enhance psychological safety and improve employee engagement (Gruman & 

Saks, 2011a, p. 132), if it is applied appropriately and adjusted to the organizational con-

text (Atwater et al., 2007, p. 303). In this context, the most vital aspect is that employees 

need to accept the feedback and perceive the feedback as accurate measurement (Kinicki et 

al., 2004, p. 1068), which is a requirement for the creation of a feedback culture that en-

hances performance improvement and career development (London & Smither, 2002, p. 

97). 
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Coaching is in contrast to feedback a much broader concept and defined as a process 

“through which executives may communicate clear expectations to employees, provide 

feedback, and suggestions for improving performance, and facilitate employees’ efforts to 

solve problems or take on new challenges” (Liu & Batt, 2010, pp. 269-270). The coaching 

process consists of ongoing interactions between executive and employees, which support 

employees to adopt better work skills and behaviors (Liu & Batt, 2010, p. 270). Heslin, 

Vandewalle, and Latham (2006, p. 878) argue that the coaching of employees is character-

ized by (1) guidance, which is connected to performance expectations and feedback, (2) 

facilitation, through which employees shall get support in analyzing and exploring tactics 

to solve problems and improve their performance, and (3) inspiration, whereby employees 

shall get challenged to realize and improve their potential. Given the stated definitions and 

characteristics of coaching, it is apparent that coaching is connected to various PM activi-

ties. By focusing on the main aim of coaching, which Kinicki et al. (2013, p. 5) describe as 

improving employee performance, the future focused perspective has to be highlighted, 

which also separates coaching to a certain extent from feedback, which is often mainly 

focused on the past. Study results reveal that one main issue in the coaching process is the 

fact that executives are often not trained well enough to conduct a successful coaching to 

their employees and therefore tend to avoid coaching (Heslin et al., 2006, p. 887). Execu-

tives need to have both the knowledge and the willingness to coach their employees, as an 

appropriate coaching creates the potential for substantial positive change and improvement 

of employees’ performance (Heslin et al., 2006, p. 897). Liu and Batt (2010, p. 284) even 

ascertained that the more time executives spend on coaching their employees, the higher 

employees’ performance tends to be. Coaching and the social support by the executive are 

also part of the engagement facilitation model by Gruman and Saks (2011a). By applying 

coaching on an ongoing basis, which shall exceed the annual performance meetings, em-

ployees’ so called psychological capital (PsyCap) can be encouraged. The construct of 

PsyCap contains self-efficacy, hope, optimism, and resilience (Luthans, Youssef, & 

Avolio, 2007) and by providing employees with the right coaching and support to develop 

their own PsyCap, organizations can increase the employee engagement in further conse-

quence (Gruman & Saks, 2011a, p. 130). The modern PM perspective shall focus on the 

actual coaching of employees and also highlight the importance of the relationship between 

executive and employee in the coaching process (Budworth & Mann, 2011, p. 82) due to 
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the fact that executives play a determining role in the increasing the employee engagement. 

They can provide their employees with resources, which has an effect on the psychological 

availability, appropriate leadership styles, which affect the psychological safety, and ad-

justed assignments, experiences, and potential benefits, which affect the psychological 

meaningfulness (Gruman & Saks, 2011a, p. 131). Finally, the concept of coaching has to 

be separated from other similar concepts. It is not advisable to confound coaching with 

formal training programs. While coaching focuses on specific challenges at the employees’ 

workplace (Heslin et al., 2006, p. 872), formal training programs are additional possibili-

ties to provide employees with general techniques and skills to fulfill their work tasks. By 

doing so, they feel more secure and more self-confident about their capability to accom-

plish their work, which increases the psychological availability. Same as coaching, training 

can support the improvement of employees’ PsyCap, which has then again a positive effect 

on the employee engagement (Gruman & Saks, 2011a, p. 131). Liu and Batt (2010, p. 270) 

also distinguish coaching from mentoring, which provides employees with psychological 

support and general social resources to accomplish long-term career goals. Tutoring, where 

the organization involves an expert or experienced employee, who conveys specific 

knowledge to inexperienced employees, needs to be distinguished from coaching as well. 

In contrast to tutoring, executives not necessarily have to be experts in their fields to coach 

and support their employees to gain more competence and overcome potential barriers for 

a better performance (Liu & Batt, 2010, p. 270). 

Concluding, the element of performance review is a continuous communication process 

between employee and executive (Budworth & Mann, 2011, p. 82; Den Hartog et al., 2004, 

p. 557) and includes the two main activities of giving feedback and providing coaching. To 

ensure a successful and influential feedback, the feedback has to be specific, frequent, and 

positive (Kinicki et al., 2004, p. 1064) and has to surpass the positivity ratio (Fredrickson 

& Losada, 2005, p. 678). Feedback needs to be based on a valid and accurate performance 

evaluation (Kinicki et al., 2004, p. 1067) and support employees’ perception of a trustwor-

thy and knowledgeable executive (Kinicki et al., 2004, p. 1063). In terms of coaching, ex-

ecutives need to have both the knowledge and willingness to conduct coaching initially 

(Heslin et al., 2006, p. 897) and show a high degree of social support for their employees 

(Gruman & Saks, 2011a, p. 130). By considering the three coaching elements guidance, 

facilitation, and inspiration (Heslin et al., 2006, p. 878), executives promote their employ-
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ees to adopt better work skills and behaviors (Liu & Batt, 2010, p. 270). If executives ap-

ply both feedback and coaching successfully, employees’ PsyCap and engagement (Gru-

man & Saks, 2011a, p. 130), and in further consequence the actual employee performance 

(Kinicki et al., 2004, p. 1067; Liu & Batt, 2010, p. 284) is enhanced. 

3.4 Performance Consequences 

The last element of the PMP is the provision of performance consequences, which shall 

reinforce and reward employees’ performance behavior (Kinicki et al., 2013, p. 5). As 

Armstrong (2006, p. 151) argues, PM plays a crucial role in the holistic reward system of 

an organization, whereby each reward element shall be aligned and integrated in the sys-

tem. The elements include “comprise base pay, contingent pay, employee benefits, and 

non-financial rewards, which include intrinsic rewards from the work itself” (Armstrong, 

2006, p. 151). Performance consequences are categorized in two broad categories, as or-

ganizations can make use of them for administrative and developmental purposes (Pulakos, 

2004, p. 3; Rao, 2007, p. 1819). According to Rao (2007, pp. 1833-1834), PM is mostly 

used solely as an annual activity to have a basis for administrative decisions. Acknowledg-

ing the connection between employees’ performance outcomes and administrative deci-

sions, the performance is closely linked to merit-based compensation, promotion, and re-

tention (Scullen et al., 2000, p. 956). Voußem, Kramer, and Schäffer (2016) investigated in 

a recent study the fairness perceptions concerning the merit-based compensation and re-

vealed that perceived fairness depends rather on the comparison between the compensation 

and the goal fulfillment than on the absolute level of the merit pay. Furthermore, they ar-

gue that lower levels of subjectivity in the determination of performance consequences 

increase the perceived fairness (Voußem et al., 2016, p. 42).  

Although the performance consequences are often solely associated with providing em-

ployees with financial rewards, the more important aspect is the development of the em-

ployees (Armstrong, 2006, p. 151) respectively the use of performance as a basis for de-

velopmental activities (Scullen et al., 2000, p. 956). Boswell and Boudreau (2002, p. 392) 

define development as any effort, which is connected with enriching employees’ KSAs, to 

improve their performance. Mone et al. (2011, p. 208) support this view and emphasize the 

importance of the integration and application of learning for employees, which shall enable 
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employees to accumulate new KSAs over time and view their environment through a bet-

ter-informed comprehensive perspective. Armstrong (2006, pp. 152-153) lists in this re-

gard various perspectives for development focused performance consequences, including 

(1) the recognition of employees’ performance and strengths, (2) the provision of opportu-

nities to achieve, (3) skills development, (4) career planning and development, (5) job en-

gagement, (6) and organizational commitment. All consequences acknowledge the view 

that a PMP needs to include other HRM-related practices, beyond those, which are typical-

ly associated with the PMP. In fact, no matter how good a PMP or the specific PMP ele-

ments are developed, implemented, and executed, it cannot generate the desired outcome if 

it is not conjoint to other practices and performance consequences (DeNisi & Smith, 2014, 

p. 142). Favero et al. (2016, p. 341) confirms this view and states that the combination of 

the practices provides more benefits than the sum of the isolated practices. 

Analyzing the different developmental performance consequences more in detail, the 

recognition of employees’ performance and strengths can be initiated already in the per-

formance review element by conducting feedback and coaching sessions with the employ-

ee. Through the provision of opportunities to achieve, and based on a joint agreement be-

tween executive and employees about employees’ job roles and responsibilities, employees 

recognize better how they can enrich their current job and the associated tasks. Through 

the application of coaching in the performance review, a foundation is generated to moti-

vate employees to develop their KSAs. In terms of career planning, the PMP is a useful 

tool to discuss potential directions for employees’ future career and how they can achieve 

their individual career goals by the help of both the executive and the organization (Arm-

strong, 2006, pp. 152-153). Harris, Pattie, and McMahan (2015) investigated in their study 

the relationship between employees’ KSAs, their performance, and their career develop-

ment. They concluded that if employees possess high level of KSAs, it is more likely that 

they show a high performance at the following stage of their career, which leads in further 

consequence to improved values and advancement within their career (Harris et al., 2015, 

p. 110). Moreover, employees’ performance can send signals to their organizations that 

they as individuals have the necessary KSAs for a permanent high performance, which 

reduces the uncertainty for the organization and executives, and makes the employee more 

valuable regarding the career development (Harris et al., 2015, p. 105). Within the scope of 

the discussion of employees’ career development, the concept of job sculpting can be ap-



Performance Management Process (PMP) 

  35 

plied, which is defined as “the art of matching people to jobs that allow their deeply em-

bedded life interests to be expressed” (Butler & Waldroop, 1999, p. 146). Employees’ life 

interests are in this context emotionally driven passions, whereby they do not determine 

what people are good at but rather what kind of activities people make happy. A successful 

use of job sculpting requires a very intense connection between executive and employee, as 

employees might not know about their life interests and do not have a very clear view and 

expectation of what kind of work or position will make them happy. Due to the difficulties 

to detect employees’ actual needs and wants, a deep and ongoing discussion between exec-

utive and employee is a necessary requirement for a successful job sculpting, as by having 

such discussions the executive might recognize the employee’s life interests. Furthermore, 

the integration of the job sculpting process directly to the provision of performance conse-

quences establishes a systematic combination between job sculpting and the PMP, which 

minimizes the likelihood that an employee’s career plan is not recognized (Butler & Wal-

droop, 1999, pp. 146-150). Aguinis et al. (2012b, p. 614) acknowledge the usefulness of 

job sculpting in a more recent study and elaborate on the necessity that executive and em-

ployee need to have an open and honest discussion about potential incongruences between 

the employee’s tasks and his or her life interests. The discussions shall conclude in mutual-

ly agreed-upon adjustments regarding the employee’s tasks, which meet employee’s life 

interests to a higher extent. The adjustments shall be formalized within the provision of 

performance consequences and identify clear career improvements for the employee 

(Aguinis et al., 2012b, pp. 614-615). 

Lastly, an essential consequence of the PMP is the promotion of employees’ attachment 

the organization and their value in the organizational framework (Armstrong, 2006, pp. 

152-153). In this regard, the importance of the goal setting process, where the individual 

goals have to be derived from the organizational goals to make employees’ contribution to 

the organization explicit (Biron et al., 2011, p. 1297) has to be highlighted. Barbier, 

Hansez, Chmiel, and Demerouti (2013, p. 760) concluded in their study that companies 

have to identify employees’ future expectations within the career development plans and 

adapt their working environments accordingly. Based on the career development plans and 

the results of the performance evaluation and the performance review, updated goals and 

objectives for the following period and beyond shall be provided, which Aguinis (2013, p. 

52) defines as performance renewal and recontracting. Due to the fulfillment of goals, the 
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changing environments, and the gained information through the whole PMP, the renewal is 

also a basis to adjust the prerequisites accordingly. By this alignment between performance 

renewal and prerequisites, the continuity of the PMP is ensured and organizations can 

adapt strategic goals based on performance outcomes and the changing environment 

(Aguinis, 2013, pp. 52-54). The adaption of the goals is also crucial for the adjustment of 

employees’ individualized development plans, which are established during the perfor-

mance definition, but have to be updated and revised based on the performance review 

(Aguinis et al., 2012b, p. 612). Both Biron et al. (2011, p. 1295) and Gruman and Saks 

(2011a, p. 128) agree in their studies that the ongoing and coherent characteristics of a 

PMP are core elements for the success, and have to be ensured by the provision of perfor-

mance consequences. As Aguinis et al. (2012b, p. 612) conclude, a PMP is supposed to be 

“cyclical in nature” as the provision of performance consequences is always followed by 

the initial element of the PMP, the performance definition.  

Summing up, the performance consequences shall both contain administrative purposes 

and developmental purposes, as “the use of the PMP for both evaluative (administrative) 

and developmental purpose is relevant for effective allocation of resources and for em-

ployee motivation and reward” (Rao, 2007, p. 1819). Through a performance renewal and 

recontracting (Aguinis, 2013, p. 52) the continuity of the PMP is guaranteed (Biron et al., 

2011, p. 1295; Gruman & Saks, 2011a, p. 128). Finally, the performance consequences 

have to be connected to other HRM practices (Rao, 2007, pp. 1818-1819), which are, if 

applied effectively, successful methods to improve employees’ performance (DeNisi & 

Smith, 2014, p. 167) and ensure a systematic perspective, which positively influences the 

performance environment on different levels (DeNisi, 2000, pp. 151-152). 

3.5 Key Findings and Further Course of Action 

In the previous subchapters, the four PMP elements based on the integrated PMP model by 

Kinicki et al. (2013) were presented and analyzed in detail. Starting with the performance 

definition, which includes both the goal setting and establishment of performance expecta-

tions and aspects regarding effectiveness (what has to be achieved) and efficiency (how the 

work has to be achieved) (Aguinis & Pierce, 2008, p. 140), the importance of the organiza-

tional integration of the PMP was revealed. The individual performance goals for the em-
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ployees are in this context expected to be derived from the organizational objectives 

(Mathis & Jackson, 2014, p. 351), but still have to be set on a mutual basis between execu-

tive and employee, where both have a say (Armstrong, 2006, p. 49). The second element 

contains the performance evaluation and is a key point in a comprehensive PMP, as it is 

the basis for follow-up activities, which shall both quantify employees’ performance (Den 

Hartog et al., 2004, p. 557) and improve employees’ engagement and motivation (DeNisi 

& Smith, 2014, p. 133). From the employee perspective, the most crucial aspect regarding 

the performance evaluation is the perception of fairness, as a higher perceived fairness en-

hances trust and engagement towards the organization (Gruman & Saks, 2011a, p. 131). 

Thirdly, the performance review consists of the two main topics feedback and coaching, 

whereby executives are supposed to conduct certain rules and strategies such as the posi-

tivity ratio for feedback (Fredrickson & Losada, 2005, p. 678) or the three main elements 

of coaching (Heslin et al., 2006, p. 878). Furthermore, executives need to have the main 

idea of the performance review in mind, which is the continuous communication with their 

employees (Budworth & Mann, 2011, p. 82). The last element, the provision of perfor-

mance consequences, has to include both administrative and developmental purposes (Rao, 

2007, p. 1819). Through appropriate performance consequences, the continuity of the PMP 

(Biron et al., 2011, p. 1295) and the integration and connection to other HRM practices is 

ensured (Rao, 2007, pp. 1818-1819).  

Based on the profoundly analyzed PMP, it is claimed that the four-step-model, including 

the connected activities, is a holistic and understandable PMP model, which has ad-

vantages compared to more complex models (Pulakos, 2009, p. 38). With the generated 

knowledge about the PMP, in the next chapter the outcomes of the PMP are illustrated. 
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4 Outcomes of the Performance Management Process 

In this chapter, the outcomes of the PMP are illustrated and discussed. To contemplate the 

outcomes of the PMP in its entirety, both advantages and positive outcomes respectively 

critical views and potential negative aspects are considered. Scholars argue that there is an 

uncertainty regarding the linkages between HRM systems, such as the PMP, and their out-

comes (Paauwe & Richardson, 1997, p. 257), and they reveal in this context the so-called 

“black-box” stage between HRM systems and the corresponding outcomes (Boselie et al., 

2005, p. 67; Collins & Clark, 2003, p. 749). To address these issues, in this master thesis 

the ability-motivation-opportunity model of HRM (Jiang, Lepak, Hu, & Baer, 2012, p. 

1266) is used, to give a theoretical foundation and a clear structure for the presentation of 

the positive and desired outcomes of the PMP. A reason for the inclusion of such a theoret-

ical based framework is its importance from an epistemological point of view, as it pro-

vides the study with information about the main relationships and linkages, which are en-

trenched in the scientific research and therefore worth investigating (Boselie et al., 2005, p. 

71). In other words, there is a necessity for researchers to derive their field of studies and 

operationalizations in the HRM sector from a theoretical framework (Boselie et al., 2005, 

p. 74), as HR practices affect the performance in different ways (Collins & Clark, 2003, p. 

749). Thus, to improve the understanding of the relation between PMP and the outcomes, 

profound theories about the PMP, the outcomes, and the conjunction between them are 

required (Guest, 1997, p. 263). 

4.1 Advantages and Positive Outcomes 

A PMP can generate various advantages and positive outcomes, if the PMP is constructed, 

implemented, and conducted properly (Biron et al., 2011, p. 1308). The PMP outcomes can 

be separated into proximal outcomes, which represent more immediate consequences, and 

distal outcomes, which are influenced from the PMP in the long term, but not necessarily 

connected instantly (Boselie et al., 2005, p. 75; Gruman & Saks, 2011a, p. 124). However, 

due to the influences of many different variables and the given “black-box” between HRM 

systems and the corresponding outcomes, the research of linkages between systems and 

distal outcomes raises issues in terms of credibility and validity. Although the results from 
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a study by Delaney and Huselid (1996, p. 965) showed that there is a general linkage be-

tween HRM systems and firm performance, Boselie et al. (2005, p. 75) suggest that the 

research focus shall be on the more proximal outcomes, where the systems and the charac-

teristics of the HRM systems enjoy a more conclusive influence. The research of the sys-

tems in terms of proximal outcomes is theoretically more plausible and easier to combine 

from a methodological perspective (Boselie et al., 2005, p. 75). Given the suggested focus 

on the proximal outcome of the PMP, the main aim and desired proximal outcome of PM 

refers to high employee performance and the improvement of employees’ performance 

(Armstrong, 2015, p. 9; Den Hartog et al., 2004, p. 556). In this context, Guest (1997, p. 

268) states that “high performance, at the individual level, depends on high motivation plus 

possession of the necessary skills and abilities and an appropriate role and understanding 

of that role”. The connection between the three necessities for performance is built on the 

expectancy theory, which has a long history in scientific research and was first introduced 

by Vroom (1964). The expectancy theory provides a basis for the development of a more 

coherent and rational linkage between HRM systems, such as the PMP, and the perfor-

mance, which is also seen as the outcome of the HRM systems (Guest, 1997, p. 268). 

MacDuffie (1995) supports the view that employees can only perform at a high level if 

three conditions are fulfilled. Firstly, employees need to have the ability to fulfill their 

work tasks. Secondly, employees need to be motivated to apply their abilities in an organi-

zational setting. Thirdly, employees need to have the opportunity to perform their work 

tasks, which is linked to the importance of employees’ tasks in relation to the organization-

al objectives (MacDuffie, 1995, p. 199). Considering the three conditions, the ability-

motivation-opportunity model is supported (Jiang et al., 2012, pp. 1279-1280). 

Using the ability-motivation-opportunity model as theoretical foundation, in the next sub-

chapters, the influence from the PMP on the three specific outcome areas is discussed. As 

illustrated in Figure 3, the ability-motivation-opportunity model represents a mediating 

factor between the PMP and the main objective of the PMP, a high performance of em-

ployees respectively the improvement of employees’ performance. 
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Figure 3: PMP Outcomes 

 

Source: Referring to Guest, 1997, p. 268-269 and Jiang et al., 2012, p. 1266-1267 

4.1.1 Ability 

Concerning the ability aspect, employees’ KSAs are improved through the application of 

feedback, coaching, training (Gruman & Saks, 2011a, p. 130), education, and experience 

possibilities (Harris et al., 2015, p. 113). According to Liu and Batt (2010, p. 270), the ap-

propriate usage of coaching within the PMP leads to better work skills and behaviors. Oth-

er scholars (e.g. Boselie et al., 2005, p. 68; Guest, 1997, p. 269) acknowledge the view and 

characterize coaching as a necessary practice to improve KSAs. As Budworth and Mann 

(2011, p. 82) conclude, there is a current trend towards a higher focus on coaching in the 

PMP, which is also supported by other scholars, who state that an effective and efficient 

PMP put its focus increasingly on developmental aspects and the improvement of employ-

ees’ KSAs (Aguinis et al., 2012b, p. 615; Armstrong, 2006, p. 151; Scullen et al., 2000, p. 

956). However, it is crucial to mention that the purpose and the focus of feedback, coach-

ing, and training is important for the outcomes. Although task-oriented methods enhance 

employees’ productivity, given the focus on specific technical aspects of the task, only 

feedback, coaching, and training programs, which focus on employees’ development in a 

broader context, can improve employees’ KSAs (Paul & Anantharaman, 2003, p. 1258). 

Based on employees’ individual developmental plans, the appropriate activities within the 

PMP can be determined, which enable the employees to improve their KSAs in collabora-
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tion with their organization and their executives (Aguinis, 2013, pp. 50-51). Boswell and 

Boudreau (2002) showed in their study that the executive holds an important role regarding 

the developmental purposes for the employees. If the executives are not providing their 

employees with appropriate activities to improve their KSAs, employees’ development 

towards a higher performance is unlikely to happen. On the other hand, if employees see 

that development possibilities are available in their company and provided by their execu-

tive, it is more likely that they will use them, which supports their performance progress 

(Boswell & Boudreau, 2002, pp. 397-398). In this context, they highlight the identification 

of employees’ individual strengths and weaknesses, the goal setting, and the identification 

of training needs as important activities to support employees’ development of KSAs 

(Boswell & Boudreau, 2002, p. 392). 

To sum up, a PMP, which includes aspects of feedback, coaching, and training (Boselie et 

al., 2005, p. 68; Guest, 1997, p. 269), is connected to executives’ willingness to provide the 

necessary possibilities (Boswell & Boudreau, 2002, pp. 397-398), and has a developmental 

focus for the employees (Aguinis et al., 2012b, p. 615; Paul & Anantharaman, 2003, p. 

1258), improves employees’ KSAs. 

4.1.2 Motivation 

In addition to the improvement of employees’ KSAs, also employees’ motivation, which is 

connected to their organizational commitment and engagement towards their organization 

and job, can be increased through a well-working PMP (Gruman & Saks, 2011a, p. 124; 

Sharma et al., 2016, p. 237). Mowday, Steers, and Porter (1979, p. 226) defined the organi-

zational commitment through three measurable factors: (1) the belief in and the acceptance 

of the organizational goals and values, (2) the motivation to support the organization by a 

high work effort, and (3) the intention to keep the organizational membership. Taylor and 

Pierce (1999, p. 448) ascertained in their study that especially the PMP element of perfor-

mance definition and the related goal setting activity have a beneficial impact on employ-

ees organizational commitment. In addition, the PMP element performance evaluation has 

a positive impact on employees’ organizational commitment, but only if employees have a 

say in the evaluation process, and perceive the evaluation as fair. If the performance evalu-

ation is conducted without a high focus on the employee and only used to identify the ful-

fillment of employees’ goals, it does not improve employees’ organizational commitment 
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(Paul & Anantharaman, 2003, p. 1260). In a more recent study, Sharma et al. (2016) con-

firmed the mentioned results and applied a study on the holistic PMP. Their study results 

revealed that an effective and efficient PMP increases employees’ organizational commit-

ment, which is connected to employees’ commitment towards organizational goals, their 

motivation, and their intention to stay (Sharma et al., 2016, p. 237).  

Although organizational commitment is a traditional and reliable tool for measuring the 

outcome of HRM activities and systems (Sharma et al., 2016, p. 236), employee engage-

ment has received more and more attention from scholars as an important outcome of the 

PMP (e.g. Gruman & Saks, 2011a, p. 124; Gupta & Kumar, 2013, p. 62; Mone et al., 2011, 

p. 205). As presented by Gruman and Saks (2011a, p. 133), the employee engagement is a 

vital outcome of the PMP and has to be incorporated and recognized in the holistic PMP. 

Employee engagement is according to Kahn (1990, p. 700) defined as “the simultaneous 

employment and expression of a person’s preferred self in task behaviors that promote 

connections to work and to others, personal presence (physical, cognitive, and emotional), 

and active, full role performances”. Armstrong (2006, pp. 152-153) argues that employees 

are engaged in their job and organization when they have a high interest in what they do 

and additionally a certain sense of excitement within their work tasks. The level of em-

ployee engagement is in this sense connected to a PMP, which focuses on intrinsic motiva-

tion such as higher work responsibilities, better job satisfaction, and the successful 

achievement and accomplishment of individual goals. Gruman and Saks (2011a, p. 124) 

argue that employee engagement is, given recent trends in the organizational sciences and 

the increased courtesy by organizations and academicians around the world (Gupta & 

Kumar, 2013, p. 72), a worthwhile field to study in combination with PMP, as it is a key to 

organizations’ success and competitiveness. Christian et al. (2011, p. 119) confirmed with 

their study the influence of employee engagement on employees’ performance. Employee 

engagement has a significant influence on both the task performance, which reflects how 

well employee perform their job duties, and the contextual performance, which reflects to 

what extent employees are willing to invest energy into their job roles to expend discre-

tionary effort to support their organization (Christian et al., 2011, p. 100-101). Gupta and 

Kumar (2013) conducted a study to investigate the influences of fairness of the PMP ele-

ment performance evaluation on the employee engagement and revealed that a fair perfor-

mance evaluation has a positive impact on employees’ engagement (Gupta & Kumar, 
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2013, p. 70). Mone et al. (2011, p. 210) conclude in their article that the usage of a well-

established and interrelated PMP, which includes goal setting, feedback, recognition, 

coaching, development, learning, and appraisal might have a positive influence on employ-

ee engagement. However, they do not specify the effect size and argue that there is a need 

for more research to have research-based results to understand the influences from the 

PMP on the employee engagement properly (Mone et al., 2011, p. 206). 

Summing up, the scientific literature shows that both the PMP elements and the PMP in its 

entirety influence the organizational commitment, if the PMP is perceived as fair and accu-

rate (Paul & Anantharaman, 2003, p. 1260; Sharma et al., 2016, p. 237; Taylor & Pierce, 

1999, p. 448). Analyzing the more contemporary employee engagement as a potential PMP 

outcome, literature reveals that the PMP element performance evaluation has a positive 

influence, if it is perceived as fair (Gupta & Kumar, 2013, p. 70). Although, indications 

show that the holistic PMP has a positive influence on the employee engagement (Gruman 

& Saks, 2011a, p. 124), there are no research-based evidences for this influence (Mone et 

al., 2011, p. 206). 

4.1.3 Opportunity 

As the third crucial outcome of the PMP, employees get the opportunity to enhance their 

performance, which is associated to an appropriate role for the employee and an improved 

role clarity. Starting with the appropriate role for the employee, the PMP enables organiza-

tions that they can integrate their employees and their performance in the organizational 

context. If companies derive their PMP from the organizational strategy and organizational 

goals, they can allocate employees’ role to support the strategy and goals (Mathis & 

Jackson, 2014, p. 351). Lathman et al. (2010, p. 243) argue in this context that through the 

setting of performance goals, which are derived from the organizational goals, the compa-

ny has a certain control over the role allocation for their employees and can therefore con-

struct an appropriate role for their employee, which ideally fulfills the win-win approach 

by Bouskila and Kluger (2011, p. 141). 

Considering the role clarity, Taylor and Pierce (1999, p. 425) claim that a PMP can be used 

as a useful tool to increase employees’ understanding of their job and improve their role 

clarity. Through the implementation of the goal setting process and the following ongoing 
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feedback, executives have the possibility to lead their employees towards the right direc-

tion, which supports employees with the clarification of their tasks and activities. On the 

other hand, without a well-established PMP and the included goal setting and feedback 

activities, employees might feel a certain anxiety, as they might not know what is expected 

of them and how they are performing (Taylor & Pierce, 1999, p. 425). Empirical study 

results by Hall (2008, p. 155) acknowledge the view that a comprehensive PMP positively 

influences employees’ role clarity. The role clarity, which is defined as employees’ beliefs 

about the expectations and behaviors associated with their work role (Hall, 2008, p. 144), 

is especially improved if employees are provided with profound information about the 

PMP, which is connected to the informational fairness (Colquitt, 2001, p. 390). The role 

clarity contains two aspects: (1) the goal clarity, which is defined as degree to which the 

performance goals are clearly stated and well defined, and (2) the process clarity, which is 

defined as degree to which an employee is certain about how to perform his or her job and 

tasks. Connecting the two aspects of role clarity to the PMP, the goal clarity is related to 

the performance goals and the effectiveness of the performance definition element and the 

process clarity is connected to the performance expectations and the efficiency of the per-

formance definition (Aguinis & Pierce, 2008, p. 140). Given the identified coherences, the 

importance of the performance definition for employees’ role clarity can be emphasized.  

Concluding on the outcome in terms of role appropriateness and role clarity, a PMP ena-

bles organizations to provide their employees with appropriate roles to support their organ-

izational goals (Mathis & Jackson, 2014, p. 351), and can improve employees’ role clarity 

by giving them comprehensive information (Hall, 2008, p. 155). The provision of perfor-

mance goals, performance expectations, and feedback (Taylor & Pierce, 1999, p. 425), 

which includes both effectiveness and efficiency aspects (Aguinis & Pierce, 2008, p. 140), 

supports moreover a high informational fairness (Colquitt, 2001, p. 390). 

4.2 Critical View and Potential Negative Aspects 

Despite the presented positive outcomes of the PMP, which support eventually the im-

provement of employees’ performance, also some negative aspects of the PMP have to be 

considered. Aguinis (2013, pp. 8-9) and Furnham (2004, pp. 89-90) summarized specific 

problem areas, which can occur if the PMP is designed, implemented, and conducted im-



Outcomes of the Performance Management Process 

  45 

properly. To pay regard to the problem areas and give appropriate ways in terms of how to 

avoid them or minimize the possibility of their appearance, each of the problem areas are 

linked to potential resolution strategies and include scientific results and concepts. 

Firstly, there is a risk for an increased level of employee burnout and job dissatisfaction, 

which can lead to employee irritation and an increased turnover among the employees, if 

employees become upset when they do not perceive the PMP and the PMP elements as 

fair. The increased turnover can be both physical, which is connected to a withdrawal and 

leaving the organization, and psychological, which occurs if employees minimize their job 

efforts. Considering the connection between perceived unfairness and the negative aspects 

of burnout, dissatisfaction, and turnover, the importance of the fairness perspective as the 

efficiency factor of the PMP (Sharma et al., 2016, p. 228) has to be emphasized. Hence, the 

PMP has to be perceived as fair to the highest possible extent in all of its four fairness fac-

tors and the various connected activities, as employees judge processes such as the PMP 

above all on their fairness and ask themselves “was that fair?” (Colquitt, 2001, p. 386). 

Secondly, a PMP can be perceived as a tool to expose and control employees’ perfor-

mance, instead of focusing on their development and performance improvement (McKenna 

et al., 2011, p. 155). This issue can especially occur if there is no standardized and re-

viewed system integrated in the company (Aguinis, 2013, p. 8) and executives avoid giving 

timely and objective information (Furnham, 2004, p. 89). Executives are in this regard ex-

pected to carefully diagnose and label the situations, which is getting more and more es-

sential if it is considered that we live in a “VUCA world” (Bennett & Lemoine, 2014, p. 

311). The term VUCA is an acronym for volatility, uncertainty, complexity, and ambigui-

ty, and describes the increasing nature of rapid changes in today’s business environment 

(Mack & Khare, 2016, p. 5). Regarding the PMP, especially the volatility factor is im-

portant for executives, as they have the responsibility to show a high degree of agility to 

adapt to a volatile environment and unpredictable changes (Bennett & Lemoine, 2014, pp. 

313-314), by updating employees’ goals if necessary and timely and just performance rat-

ings (Buckingham & Goodall, 2015, p. 46). Thus, it is necessary that organizations provide 

their executives with rater trainings and a general understanding of the PMP process (Biron 

et al., 2011, p. 1298; Lee, 1985, p. 328; London et al., 2004, p. 331). Executives need to be 

supported to improve their agility by a coherent PMP system, where each of the elements 

has an influence on the other elements (Gruman & Saks, 2011a, p. 128).  
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Although the PMP enables a structured feedback culture (London & Smither, 2002, p. 97), 

the feedback culture can be used for the provision of feedback in an inappropriate, inaccu-

rate, and too negative way. If feedback is not provided in a sophisticated manner, it might 

create employee resentment against the supervisor and the PMP as a construct (Aguinis, 

2013, p. 8). In this context, the already mentioned “Losada Line” (Fredrickson & Losada, 

2005, p. 685) for a more positive feedback, the connection of feedback on valid and accu-

rate performance evaluation (Kinicki et al., 2004, pp. 1066-1067), and training for execu-

tives regarding feedback (Furnham, 2004, p. 90) are useful strategies to avoid unintended 

feedback outcomes. A very general and often argued issue for the avoidance of a PMP is 

the resource-intensive characteristic of the system, which might be seen as wasted time and 

money, especially when the benefits of the PMP cannot be quantified or the cost-benefit 

perspective is in favor of the abandonment of the PMP (Furnham, 2004, p. 90). The feeling 

that money and time is wasted even increases, if both executives’ and employees’ re-

sources are unjustifiably demanded, which might lead to executives’ avoidance of the PMP 

activities and employees’ bad attitude against the PMP (Aguinis, 2013, pp. 8-9). DeNisi 

and Pritchard (2006, pp. 253-254) confirm the issue that it is difficult for companies to 

detect and measure the positive influences of the PMP and emphasize therefore the need 

for more scientific research, which proves the positive influences of the PMP. Hence, the 

research topic of this master thesis has a further justification. The fifth aspect in the list by 

Aguinis (2013, pp. 8-9) reveals the risk that a deficient PMP can damage the relationships 

between individuals within the company, especially the relationship between executive and 

employees. To counteract against a bad relationship, the interpersonal fairness perspective 

plays a crucial role, whereby executives have the responsibility to appear in a friendly 

manner in the communication process of the PMP, to enable positive outcomes (Gupta & 

Kumar, 2013, p. 64). A general decreased motivation to perform among employees is an-

other potential negative aspect of a PMP, which might occur for instance if their perfor-

mance is not recognized and rewarded appropriately both in the tangible area, which in-

cludes merit pay, and the intangible area, which is connected to personal recognition and 

appreciation (Aguinis, 2013, p. 8). A well-conceived performance consequences element, 

which recognizes employees’ needs for tangible and intangible rewards (Rao, 2007, p. 

1819) and is characterized by a high degree of distributive fairness (Gupta & Kumar, 2013, 

p. 63), is in this context a vital resolution strategy. 
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The fairness aspect, and especially the distributive fairness, is also connected to the next 

potential risk of PMPs, which is given by potential litigations filed by employees, who feel 

that they have been paid or appraised unfairly (Aguinis, 2013, pp. 8-9). Colquitt (2001, p. 

388) mentions in that regard the importance of the correctability option in the PMP, which 

is a part of the procedural fairness characteristics. If employees have the chance to appeal 

against the outcome of the PMP and especially the performance consequences, potential 

issues can be solved before litigations or lawsuits are filed against the company or the ex-

ecutives. The last main negative issue is characterized by PMPs, in which standards, rat-

ings, and biases are perceived as varying, unfair, and unclear (Furnham, 2004, pp. 89-90) 

(Aguinis, 2013, pp. 8-9). Aguinis (2013, pp. 8-9) specifies in this context that performance 

standards and individual ratings might vary across the employees, which can emerge from 

personal values, biases, and relationships, which overwrite and replace the organizational 

standards and procedures. Furthermore, a poor communication between executive and em-

ployee might lead to the issue that employees do not understand the PMP and the coher-

ence between the PMP elements (Aguinis, 2013, pp. 8-9).  

To avoid all the mentioned aspects, the inclusion of accuracy and fairness aspects in the 

PMP are the main strategies to ensure an effective and efficient PMP, which is perceived in 

a positive manner by the employees (Sharma et al., 2016, p. 228) and by the executives 

(Taylor, Masterson, Renard, & Tracy, 1998, p. 572). To compartmentalize the possible 

issues and the connected solution strategies, the PMP as a whole has to follow the proce-

dural fairness, which is connected to specific process rules (process control, decision con-

trol, consistency, bias suppression, accuracy of information, correctability, and ethicality). 

Additionally, the performance consequences have to follow the distributive fairness per-

spective, which is defined as an appropriate outcome in relation to the employees’ inputs 

and contributions. The communication between executive and employee needs to generate 

a high informational fairness, which is given when executives provide employees with 

information about the PMP in a reasonable, timely, and specific manner. Lastly, the com-

munication between executives and employees has to be based on a certain degree of sensi-

tivity, which describes the interpersonal fairness and contains the factors friendliness, dig-

nity, and respect (Colquitt, 2001, pp. 388-390). From the accuracy perspective, it is essen-

tial that the PMP elements are interconnected with each other, as there is a risk that the 

different elements are implemented and conducted in an inappropriate manner, which 
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might confound the activities (Furnham, 2004, p. 89). If the PMP elements are not ar-

ranged in an accurate manner, the positive outcomes occurring from a holistic and coherent 

PMP are prevented (Gruman & Saks, 2011a, p. 133). In that context, the accuracy and the 

interconnectivity shall improve employees trust for the system in its entirety and avoid 

unclear situations and biases (Sharma et al., 2016, p. 235). 

4.3 Key Findings and Transition to the Empirical Part 

A PMP, which is constructed, implemented, and conducted properly, can generate various 

positive outcomes (Biron et al., 2011, p. 1308). In this chapter, a focus on the ability-

motivation-opportunity model of HRM (Jiang et al., 2012, p. 1266) as a proximal and main 

outcome was proposed, given the so-called “black-box” stage between HRM systems and 

the more distal outcomes (Boselie et al., 2005, p. 67). One advantage of the ability-

motivation-opportunity model is the fact that it encompasses mediating changes among the 

three factors, whereby motivation is the “explicitly HR-related mediator” (Boselie et al., 

2005, p. 79). The relevance of the motivational perspective in coherence with the concept 

of employee engagement is therefore the best indicator for the success of a PMP, given the 

fact that a good PMP leads to an improved employee engagement (Aguinis, 2013, p. 7) 

which is in further consequence a “key to an organization’s success and competitiveness” 

(Gruman & Saks, 2011a, p. 124). As in practice only 13% percent of employees are show-

ing engagement (Gallup, 2013, p. 12), the importance to improve the employee engage-

ment through a well-working PMP is revealed. Thus, Gruman and Saks (2011a, p. 124) 

argue that employee engagement is, given recent trends in the organizational sciences and 

the increased courtesy by organizations and academicians around the world (Gupta & 

Kumar, 2013, p. 72), a worthwhile field to study in combination with PMP. As employee 

engagement is a mediating factor between HRM practices and employees’ performance 

(Christian et al., 2011, p. 123) and is likely to generate a higher performance (Gruman & 

Saks, 2011a, p. 133), which is the main goal of the PMP (Armstrong, 2015, p. 9; Den 

Hartog et al., 2004, p. 556), the employee engagement is used as the main outcome in the 

empirical study of this master thesis. 

To determine the effectiveness and efficiency of the PMP, both the content of the PMP 

(what elements are included) and the realization of the content (how the elements are im-
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plemented and conducted) are highly important for the success of the PMP (Biron et al., 

2011, p. 1296). Sharma et al. (2016, p. 228) discussed the effectiveness and efficiency of 

the PMP comprehensively, and argued that a PMP cannot be expected to be successful, 

unless the employees perceive and respond to the process appropriately, which is also 

acknowledged by Biron et al. (2011, pp. 1307-1308). Thus, to measure the effectiveness 

and efficiency of a PMP, Sharma et al. (2016, p. 239) advocate the use of employees’ per-

ception of the PMP accuracy as a determining factor for the process effectiveness, and em-

ployees’ perception of the PMP fairness as the determining factor for the process efficien-

cy. The use of the accuracy perspective, which is characterized by clear linkages between 

the PMP elements (Sharma et al., 2016, p. 235), is also endorsed by DeNisi and Pritchard 

(2006, p. 263), who emphasize the junction between actions, results, evaluation, and out-

comes. Through clear conjunctions between organizational goals, employees’ individual 

performance goals, employees’ actual performance, the performance review, the perfor-

mance evaluation, and the performance consequences, a PMP is capable of creating a cru-

cial and sustainable effect on the PMP outcomes (DeNisi & Pritchard, 2006, p. 265) and 

guarantees the holistic and comprehensive concept of a PMP (Armstrong, 2015, p. 10). 

The use of the fairness perspective as the determining factor for the process efficiency is 

supported by Dewettinck and Van Dijk (2013, p. 812), who state that fairness is essential 

for the improvement of employees’ understanding of the interconnected PMP emerging 

from the given conjunctions across the PMP elements. The consideration of the potential 

negative aspects of the PMP confirms the inclusion of fairness in the analysis of a PMP, as 

it was revealed that by elements, which employees perceive as fair, negative outcomes of 

the PMP are avoided (Aguinis, 2013, pp. 8-9; Furnham, 2004, pp. 89-90; Gupta & Kumar, 

2013, p. 64; Sharma et al., 2016, p. 228). A higher perceived fairness can stimulate the 

PMP outcomes and is essential for the PMP as a whole (Dewettinck & Van Dijk, 2013, p. 

812), which is also acknowledged by Gupta and Kumar (2013, p. 62), who argue that the 

concept of the perceived fairness is one of the most crucial aspects in the PMP.  

Affirming the concepts of perceived accuracy and fairness as the determining factors for 

PMP effectiveness and efficiency by Sharma et al. (2016, p. 239), employees’ perceived 

PMP accuracy and employees’ perceived PMP fairness, including the four sub-factors for 

each dimension, is used in the following empirical study.  
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5 Empirical Study 

This chapter contains the empirical part of this master thesis. Acknowledging the research 

topic, the problem definition and the identified research questions, which are stated already 

in the introductory chapter of this master thesis, the analytical approach is used to obtain 

sophisticated results. The analytical approach is characterized by a very detailed planning 

process and based on clearly designed rules and sections. By the use of the analytical view, 

it is possible to come up with explanations and statements from a general and very objec-

tive point of view. Through the creation of hypotheses, which are derived from theoretical 

literature and previous studies and tested in the study process, an analytical approach gives 

very plain results (Arbnor & Bjerke, 2008, pp. 48-50). 

As stated by Arbnor and Bjerke (2008, p. 221), the right technique and the right application 

of these technique are a prerequisite for sophisticated results in the analytical approach. 

Considering the importance of guidelines and process steps in the methodology process, 

the methodology process is conducted based on the six-step-model by Malhotra (2012, p. 

41), which is illustrated in Figure 4. By using this scientific way of conducting an empiri-

cal study, the influence of the perceived PMP accuracy and fairness on the employee en-

gagement is examined. 

Figure 4: Six-Step-Model of the Market Research Process 

 

Source: Referring to Malhotra, 2012, p. 41 

The first phase of an empirical study deals with the identification and definition of the 

problem statement. Secondly, the specific definitions of the research question and the hy-

potheses have to be done. Thirdly, some crucial study preparations have to be executed, 

which are essential for carrying out the study. Beside the illustrated definition of the re-

search method in general, this also includes the definition of the target group, the definition 

of the needed sample size, the acknowledgement and consideration of the criteria for scien-

tific studies, the choice of the data collection method, and the survey design (Malhotra, 

2012, p. 41). If these steps are completed, the actual data collection procedure can be con-

ducted in the fourth phase. The fifth phase deals with the analysis of the data and the exam-
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ined hypotheses. The last phase is the reporting and interpretation of the results (Malhotra, 

2012, p. 41). 

As the problem definition and the specification of the research question, which is related to 

this empirical study, were already done in the introductory chapter, these tasks are not cov-

ered at this point. In fact, this chapter contains the definition of the hypotheses, research 

method, target group, and sample size. Moreover, the criteria for scientific studies, the def-

inition of the data collection method, the survey design, and the procedure of the data col-

lection are presented. Lastly, the used analytical methods are explained shortly and all giv-

en facts are taken together in the summary of the method. In chapter 5.2 the fifth phase, the 

analysis of the data and examined hypotheses, is discussed. The chapter contains the char-

acteristics of the sample and the fulfillment of the criteria, which is a crucial requirement 

for the usefulness of the empirical study. Secondly, the given hypotheses were examined 

by the received data, and it is shown, if the null hypothesis or the alternative hypothesis is 

valid. Chapter 5.3 is about the interpretation of the study results and covers the last phase 

of an empirical study. In this context, the outcomes of this study are discussed in compari-

son with other academic literature. Lastly, in chapter 5.4 some limitations regarding this 

study are outlined. 

5.1 Method 

To define the empirical part of this master thesis by the use of theoretical input, this sub-

chapter is about the required elements and steps for the execution of an empirical study. 

5.1.1 Definition of the Hypotheses 

The first step in an empirical work is the specific definition of the research question and 

the derivated definition of hypotheses (Malhotra, 2010, p. 489). This step is in fact a very 

crucial part, as the main aim of an empirical study is the examination of the constructed 

research question and hypotheses (Diekmann, 2011, p. 33). As the empirical research ques-

tion was already presented in chapter 1.1, the derivation of hypotheses is done in this part. 

The process of the hypotheses finding includes in the first step the deduction, which trans-

forms a general statement into a specific prediction. Acknowledging the approach by Pop-
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per (2002), who argued for the deductive method of testing and the view that a hypothesis 

can only be empirically tested after it has been advanced (Popper, 2002, p. 7), the deduc-

tion is described as the process from transforming theoretical systems into a specific pre-

diction of certain events. This specific prediction of certain events is then called a hypothe-

sis (Goodwin, 2010, p. 97). A hypothesis can be described as a study investigating the ef-

fect of X on Y. In this context, the “X” contains one or more independent variable(s). The 

main characteristic of such independent variables is that the study author creates them and 

he or she has control over it. On the other hand, the “Y” contains one or more dependent 

variable(s). In a hypothesis, it is assumed that these dependent variables are related or in-

fluenced by the independent variable(s), whereby the study author has no control over it 

(Goodwin, 2010, pp. 169-171). According to the falsification theory by Popper (2002, p. 

10), a hypothesis can either be verified, which means that the hypothesis is acceptable and 

there is no reason to discard it until proven differently, or falsified, which means that the 

hypothesis is contradictory and not acceptable. In this context, each hypothesis contains the 

null hypothesis (H0) and the alternative hypothesis (HA) as two different variants. The null 

hypothesis is described as a statement or prediction, where no effect is expected, which 

refers to the concept of falsification. On the other hand, the alternative hypothesis is de-

scribed as a statement or prediction, where some effect is expected, which refers to the 

concept of verification. Thus, the alternative hypothesis is the opposite of the null hypothe-

sis (Malhotra, 2010, p. 489). 

Within the frame of the empirical part, ten provisional hypotheses are developed, which 

are in coherence with results and propositions of different scholars (e.g. DeNisi & 

Pritchard, 2006; Dewettinck & Van Dijk, 2013; Gupta & Kumar, 2013; Sharma et al., 

2016). To consider the discussed approaches regarding the hypotheses creation, the hy-

potheses in this empirical part are based on results and information of academic literature, 

have both independent and dependent variables, and contain in each case a null hypothesis 

and an alternative hypothesis. To illustrate this fact in a better way, the hypotheses are out-

lined in Table 1. Afterwards, each hypothesis are discussed separately, including the defi-

nition of independent and dependent variables. 
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Table 1: Hypotheses Overview 

H10 The perceived PMP overall accuracy (OA) has no or a negative influence on the employee 

engagement (EE). 

H1A The perceived PMP overall accuracy (OA) has a positive influence on the employee engage-

ment (EE). 

H20 The perceived PMP overall fairness (OF) has no or a negative influence on the employee en-

gagement (EE). 

H2A The perceived PMP overall fairness (OF) has a positive influence on the employee engagement 

(EE). 

H30 The perceived PMP performance definition accuracy (PDA) has no or a negative influence on 

the employee engagement. 

H3A The perceived PMP performance definition accuracy (PDA) has a positive influence on the 

employee engagement (EE). 

H40 The perceived PMP performance review accuracy (PRA) has no or a negative influence on the 

employee engagement (EE). 

H4A The perceived PMP performance review accuracy (PRA) has a positive influence on the em-

ployee engagement (EE). 

H50 The perceived PMP performance evaluation accuracy (PEA) has no or a negative influence on 

the employee engagement (EE). 

H5A The perceived PMP performance evaluation accuracy (PEA) has a positive influence on the 

employee engagement (EE). 

H60 The perceived PMP performance consequences accuracy (PCA) has no or a negative influence 

on the employee engagement (EE). 

H6A The perceived PMP performance consequences accuracy (PCA) has a positive influence on the 

employee engagement (EE). 

H70 The perceived PMP procedural fairness (PF) has no or a negative influence on the employee 

engagement (EE). 

H7A The perceived PMP procedural fairness (PF) has a positive influence on the employee engage-

ment (EE). 

H80 The perceived PMP distributive fairness (DF) has no or a negative influence on the employee 

engagement (EE). 

H8A The perceived PMP distributive fairness (DF) has a positive influence on the employee en-

gagement (EE). 

H90 The perceived PMP interpersonal fairness (IPF) has no or a negative influence on the employee 

engagement (EE). 

H9A The perceived PMP interpersonal fairness (IPF) has a positive influence on the employee en-

gagement (EE). 

H100 The perceived PMP informational fairness (INF) has no or a negative influence on the employ-

ee engagement (EE). 

H10A The perceived PMP informational fairness (INF) has a positive influence on the employee en-

gagement (EE). 

Source: Author’s chart 
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The first hypothesis is about the influence from the perceived PMP overall accuracy on the 

employee engagement. The overall accuracy is described as the correctness of the PMP, 

including clear linkages between the different PMP elements (DeNisi & Pritchard, 2006, p. 

265), to “enhance performance that contributes value to the organization” (Sharma et al., 

2016, p. 238). The overall PMP accuracy is based on a four-element model and contains 

the performance definition accuracy, the performance review accuracy, the performance 

evaluation accuracy, and the performance consequences accuracy (Sharma et al., 2016, p. 

235). According to DeNisi and Pritchard (2006, p. 265), a strong and perceptible linkage 

between the elements of the PMP is an indicator for employees’ motivation, whereby it is 

expected that the perceived PMP overall accuracy has a positive influence on the employee 

engagement. In hypothesis one, the independent variable is defined by perceived PMP 

overall accuracy. The dependent variable is defined by the employee engagement. 

Hypothesis 1: The perceived PMP overall accuracy has a positive influence on the em-

ployee engagement. 

The second hypothesis is about the influence from the perceived PMP overall fairness on 

the employee engagement. The overall fairness is described as the righteousness of the 

PMP (Sharma et al., 2016, p. 238) and includes procedural, distributive, interpersonal, and 

informational fairness as the four different fairness perspectives (Colquitt, 2001, p. 389). 

The overall fairness of the PMP improves employees’ attitude and understanding of the 

PMP, which is seen as essential for the effectiveness of the PMP (Dewettinck & Van Dijk, 

2013, p. 812), and a high-perceived fairness is more likely to foster satisfaction (Thurston 

& McNall, 2010, p. 221) and engagement (Mone et al., 2011, p. 209). Thus, it is expected 

that the perceived PMP overall fairness has a positive influence on the employee engage-

ment. In hypothesis two, the independent variable is defined by perceived PMP overall 

fairness. The dependent variable is defined by the employee engagement. 

Hypothesis 2: The perceived PMP overall fairness has a positive influence on the employ-

ee engagement. 

The third hypothesis is about the influence from the perceived PMP performance definition 

accuracy on the employee engagement. The performance definition accuracy is defined as 

the extent to which employees’ performance goals are aligned with the organizational 

goals (Sharma et al., 2016, p. 235) with regard to both the goal setting and performance 
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expectations (Kinicki et al., 2013, p. 4). As performance goals stimulate the feeling of en-

gagement (Gruman & Saks, 2011a, p. 128) and performance expectations are connected to 

a higher work engagement (Barbier et al., 2013, p. 756), it is expected that the perceived 

PMP performance definition accuracy has a positive influence on the employee engage-

ment. In hypothesis three, the independent variable is defined by perceived PMP perfor-

mance definition accuracy. The dependent variable is defined by the employee engage-

ment. 

Hypothesis 3: The perceived PMP performance definition accuracy has a positive influ-

ence on the employee engagement. 

In the fourth hypothesis, the influence of the perceived PMP performance review accuracy 

on the employee engagement is investigated. The performance review accuracy is degree 

to which coaching and feedback are applied in accordance with employees’ actual perfor-

mance (Sharma et al., 2016, p. 235). The application of coaching as an ongoing process 

and continuous feedback, which is honest and provides employees with a better under-

standing of their strengths and areas of development (Mone et al., 2011, p. 207), is likely to 

foster employee engagement (Gruman & Saks, 2011a, pp. 130-132). Thus, it is expected 

that the perceived PMP performance review accuracy has a positive influence on the em-

ployee engagement. In hypothesis four, the independent variable is defined by perceived 

PMP performance review accuracy. The dependent variable is defined by the employee 

engagement. 

Hypothesis 4: The perceived PMP performance review accuracy has a positive influence 

on the employee engagement. 

For the fifth hypothesis, an analysis of the influence of the perceived PMP performance 

evaluation accuracy on the employee engagement is conducted. The performance evaluate 

accuracy is the degree to which the measurement of employees performance is aligned to 

the received feedback, the performance goals, and the actual performance of employees 

(Sharma et al., 2016, p. 235). As performance evaluations, which are perceived as objec-

tive (Mone et al., 2011, p. 209), have a clear linkage between results and evaluation, and 

include feedback and coaching (DeNisi & Pritchard, 2006, p. 265) is more likely to im-

prove engagement, it is expected that the perceived performance evaluation accuracy has a 

positive influence on the employee engagement. In hypothesis five, the independent varia-
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ble is defined by perceived PMP performance evaluation accuracy. The dependent variable 

is defined by the employee engagement. 

Hypothesis 5: The perceived PMP performance evaluation accuracy has a positive influ-

ence on the employee engagement. 

Through the fifth hypothesis, the influence from the perceived PMP performance conse-

quences accuracy on the employee engagement is analyzed. The performance consequenc-

es accuracy is the degree to which the consecutive factors of the PMP, for instance career 

planning, merit pay, or non-monetary rewards recognition, reflect the results of the per-

formance evaluation (Sharma et al., 2016, p. 235). DeNisi and Pritchard (2006, p. 269) 

argue for a clear performance evaluation to performance consequences connection, where-

by a PMP can be improved through the strengthening of the perceived connection. As Rao 

(2007, p. 1833) revealed that linkages between the PM evaluation and other HR-

subsystems such as planning and reward mechanism influence employees’ perception of 

the PMP positively, it is expected that the perceived PMP performance consequences accu-

racy has a positive influence on the employee engagement. In hypothesis six, the inde-

pendent variable is defined by perceived PMP performance consequences accuracy. The 

dependent variable is defined by the employee engagement. 

Hypothesis 6: The perceived PMP performance consequences accuracy has a positive 

influence on the employee engagement. 

The seventh hypothesis addresses the influence from the perceived PMP procedural fair-

ness on the employee engagement. The procedural fairness, which contains as associated 

rules the consistency, bias suppression, accuracy of information, correctability, representa-

tion, and ethicality of a process (Colquitt, 2001, p. 388), is in a PMP setting defined as the 

degree to which the activities and procedures of the organizations’ PMP are in line with the 

mentioned rules (Gupta & Kumar, 2013, p. 63). Procedural fairness is a vital determinant 

of the success of an organization’s HRM process (Boselie et al., 2005, p. 78), enhances 

positive employee reactions (Tuytens & Devos, 2012, p. 3058), and is connected to an im-

provement of employees’ organizational commitment (Caza, McCarter, & Northcraft, 

2015, p. 189). Thus, it is expected that the perceived PMP procedural fairness has a posi-

tive influence on the employee engagement. In hypothesis seven, the independent variable 
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is defined by perceived PMP procedural fairness. The dependent variable is defined by the 

employee engagement. 

Hypothesis 7: The perceived PMP procedural fairness has a positive influence on the em-

ployee engagement. 

In the eighth hypothesis, the influence of the perceived PMP distributive fairness on the 

employee engagement is investigated. The distributive fairness refers to the appropriate-

ness of an outcome in relation to employees’ contribution (Colquitt, 2001, p. 388). From a 

PMP perspective, employees’ contribution is defined as their perception about their own 

performance and the outcome is employee’s perception about the administrative and de-

velopmental consequences of the PMP (Narcisse & Harcourt, 2008, p. 1153). As distribu-

tive fairness is a strong predictor of personal outcomes such as satisfaction (Thurston & 

McNall, 2010, p. 221) and improves organizational outcomes such as organizational com-

mitment (McFarlin & Sweeney, 1992, p. 634), it is expected that the perceived PMP dis-

tributive fairness has a positive influence on the employee engagement. In hypothesis 

eight, the independent variable is defined by perceived PMP distributive fairness. The de-

pendent variable is defined by the employee engagement. 

Hypothesis 8: The perceived PMP distributive fairness has a positive influence on the em-

ployee engagement. 

The ninth hypothesis refers to the influence of the perceived PMP interpersonal fairness on 

the employee engagement. The interpersonal fairness is the degree to which the executive 

treats the employee in a polite manner, with dignity, with respect, and avoids improper 

comments in conversations (Colquitt, 2001, p. 389). Considering the fact that a PMP is 

characterized by a permanent contact between executive and employee (Aguinis & Pierce, 

2008, p. 140), the interpersonal factor has to be integrated, when it comes to a comprehen-

sive evaluation of fairness. As employees’ positive perception of the behavior of their ex-

ecutives is related to a high employee engagement (Alfes, Truss, Soane, Rees, & Gatenby, 

2013, p. 854) it is expected that the perceived PMP interpersonal fairness has a positive 

influence on the employee engagement, which is also argued by Gupta and Kumar (2013, 

p. 70). In hypothesis nine, the independent variable is defined by perceived PMP interper-

sonal fairness. The dependent variable is defined by the employee engagement. 
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Hypothesis 9: The perceived PMP interpersonal fairness has a positive influence on the 

employee engagement. 

Finally, the tenth hypothesis is about the influence of the perceived PMP informational 

fairness on the employee engagement. An informational fairness from employees’ perspec-

tive is given, if they receive an adequate explanation about a process from their executive 

in a candid, thorough, reasonable, timely, and specific manner (Colquitt, 2001, p. 390). 

Adjusted to the PMP, the informational fairness relates to the information the executive 

provides for their employees about the use of PMP elements and activities, and the reason 

for their implementation in the organization (Gupta & Kumar, 2013, p. 64). Comprehen-

sive information about the PMP in coherence with a clear communication provides em-

ployees with a better possibility to manage their way towards a better development and a 

better fulfillment of the performance goals (Biron et al., 2011, p. 1306). Thus, it is ex-

pected that the perceived PMP informational fairness has a positive influence on the em-

ployee engagement, which is also argued by Gupta and Kumar (2013, p. 70). In hypothesis 

ten, the independent variable is defined by perceived PMP informational fairness. The de-

pendent variable is defined by the employee engagement. 

Hypothesis 10: The perceived PMP informational fairness has a positive influence on the 

employee engagement. 

Although it is expected that for all ten hypotheses a positive influence exists, it is likely 

that some hypotheses have a stronger influence than others. In this context, the current 

trend towards coaching and goal setting (Budworth & Mann, 2011, p. 82) might indicate 

that the perceived PMP accuracy regarding the performance definition and review have a 

relatively higher influence on the employee engagement than for instance the accuracy of 

the performance evaluation, which might be interpreted as unnecessary from the employ-

ees (Pulakos, 2009, pp. 4-6). Among the four different fairness types, the study by Gupta 

and Kumar (2013, p. 70) revealed that especially the informational and interpersonal fair-

ness are important for the employee engagement. Study results by Thurston and McNall 

(2010, p. 220) show that perceptions of the procedural fairness and the informational fair-

ness are the best predictors for the respective satisfaction outcomes. However, as both 

studies focused solely on the performance evaluation and not on the holistic PMP, the re-

sults can only be used as a certain starting point for the hypotheses development. In fact, it 
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is difficult to say to which extent the hypotheses can be verified. The strength of the influ-

ences for the overall accuracy and fairness as well as for the sub-factors of both concepts 

cannot be predicted appropriately, as there are no previous studies with the exact same 

subject detectable in the scientific literature. However, by the conduction of this empirical 

study, evidence can be generated.  

Figure 5: Theoretical Model 

 

Source: Author’s chart 

To illustrate the ten hypotheses in the form of a theoretical model, Figure 5 shows the in-

vestigated influences graphically and outlines the four sub-factors of both accuracy and 

fairness in a neat manner.  
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5.1.2 Definition of the Research Method  

In the area of social science, there are various empirical research methods and techniques. 

It is distinguished between primary and secondary research respectively qualitative and 

quantitative research. Approaching a primary research, data are collected for the first time, 

while a secondary research is defined by the utilization of already existing data. By using a 

quantitative research, the data are collected and presented in form of numbers, which can 

be in further consequence analyzed by the use of various statistic tools and models. On the 

other hand, data in the qualitative research methodology are collected through in-depth 

interviews, group discussions or qualitative observations for instance. The results are there-

fore not presented as statistical summaries, as it is the case in the quantitative research, but 

analytical narratives that summarize the study’s main outcomes (Goodwin, 2010, p. 89). 

This study uses a primary quantitative method. The reason for the primary research is that 

there are no sufficient data available, which support the investigation of the hypotheses for 

the specific target group defined in the next chapter. The reason for the quantitative re-

search is that there are some studies concerning PM and PMP in the scientific literature, 

which have conducted a quantitative approach as well, which enables a better result com-

parability to other studies with similar fields of research. Furthermore, the quantitative 

method has some important advantages compared to the qualitative method. Such ad-

vantages are for instance the guarantee of participants’ anonymity, the high objectivity as 

there is no interviewer influence, and the decreased time exposure per participant (Ober-

zauchner, 2012, p. 19). 

5.1.3 Definition of the Target Group 

The target group for this empirical study is defined with employees from Austrian consult-

ing companies, who are currently working full-time. 

According to the Austrian Federal Economic Chamber (2016), 17.349 management con-

sultants are working in Austria as of December 31st 2015, who represent the basic popula-

tion for the target group of this study. A market study by Egger, Häfke-Schönthaler, 

Hasenzagl, and Stocker (2008) reveals in this context detailed information about the Aus-

trian consulting area and states for instance that most Austrian consulting companies are 

operating in the management and strategy consulting sector (p. 25). 
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5.1.4 Definition of the Sample Size 

In an empirical study, the size of the sample has to be determined before the data can be 

collected (Iacobucci & Churchill, 2010, p. 312). The main reason for the use of a sample, 

instead of including the whole population in the empirical study, is the economical point of 

view. Due to limited resources both in time and money, in practice mostly sample sizes are 

used, especially if the size of the whole population is not known exactly (Cohen, 1988, p. 

6). This sample size, which is in fact a part of the population, can in consequence only be 

an approximation towards the characteristics of the whole population, but is required to 

achieve the objective of a study (Cohen, 1988, p. 2). 

For this empirical study, the needed sample size is determined by the analysis of the statis-

tical power. The statistical power is defined by the chance to detect a difference between 

the sample size and the whole population within the investigation. In this context, three 

distinctive parameters are crucial, namely the significance level α, the sample size N and 

the effect size ES. The analysis of the statistical power can be done before the collection of 

the data, which is defined as a priori analysis, or after the data collection, which is defined 

as post-hoc analysis (Cohen, 1988, p. 4). For this master thesis, the a priori analysis was 

chosen, as this type of analysis provides already in the planning of the actual research an 

efficient control about the power of the analytical test (Malhotra, 2012, p. 401). 

The a priori analysis defines the needed sample size and is calculated by the function of the 

needed statistical power (1- β), the pre-determined significance level α, and the effect size 

ES. In the first place the significance level α is determined, which is defined by the proba-

bility of α errors, which are occurring if the null hypothesis is rejected by mistake (Cohen, 

1988, p. 4). Diekmann (2011, p. 714) stated that in practice a significance level of 0.05 is 

usual and sufficient. Therefore, for this empirical study a significance level of α = 0.05 is 

determined. 

Secondly, the effect size ES has to be determined, which is defined by the size of an effect 

within the population (Cohen, 1988, p. 9). If the null hypothesis is accepted, which means 

that there is no effect within the population, the effect size is given with ES = 0. On the 

other hand, if the null hypothesis is rejected, there is an effect. The effect size is given by 

the degree to which the null hypothesis is false, which can be related to the discrepancy 

between the null hypothesis and the alternative hypothesis (Cohen, 1992a, p. 156). The 
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determination of the effect size ES is the most difficult part among the calculations, as 

there is a relatively low level of consciousness about the different magnitudes in this area 

(Cohen, 1992b, p. 99). Cohen (1992a, p. 157) discussed this issue and came up with a ta-

ble, where the effect size is categorized in small, medium, and large effect sizes. As this 

master thesis investigates in a field of research, in which some similar studies have been 

conducted (e.g. Gruman & Saks, 2011a; Gupta & Kumar, 2013; Mone et al., 2011; Sharma 

et al., 2016), the effect size is derived from the results of the most similar and utilizable 

study, which are provided by the work of Gupta and Kumar (2013). 

For the statistical test of this master thesis, the linear regression, the determining indicator 

is the r, which represents the product-moment correlation coefficient between the inde-

pendent and the dependent variable (Cohen, 1992a, p. 157). As the aggregated r of the 

published study results by Gupta and Kumar (2013, p. 70) is 0.34, a medium effect size is 

determined for this empirical study, which is given if the effect size is r = 0.30 and more, 

referring to the table by Cohen (1992a, p. 157). 

The third part for the a priori calculation of the needed sample size N is the function of the 

desired statistical power (1 - β). The power of a statistical test provides information about 

the significance of the conducted statistical test and indicates the probability that a signifi-

cance test decides in favor of the alternative hypothesis, if this alternative hypothesis is 

valid (Cohen, 1988, p. 4). The statistical power can be seen as the opposite of a β error, 

which is given, if the null hypothesis is kept although the alternative hypothesis is actually 

valid (Malhotra, 2012, p. 404). In absence of any other basis for setting the statistical pow-

er of a test, Cohen (1992b, p. 100) suggests that the statistical power shall be determined 

with (1 - β) = 0.80. This means in reverse a rate for the β error of β = 0.20 and indicates 

that β errors are four times more likely than α errors, which are determined with α = 0.05. 

According to Cohen (1988, p. 55), this proportion is reasonable, whereby for this study the 

statistical power is determined with (1 - β) = 0.80. 

In Figure 6, the required sample sizes are illustrated in consonance with the significance 

levels, effect sizes, and statistical powers. 
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Figure 6: Required Sample Size 

 

Source: Cohen, 1992a, p. 158 

By the use of the given information in Figure 6 and the defined parameters α = 0.05, d = 

0.50, and (1 - β) = 0.80, a required sample sizes for the hypotheses is determined with N = 

85 participants at the minimum. In addition to the calculated required sample size, Dattallo 

(2008, pp. 4-7) argues that it is required to generate a sample size with over 100 usable 

answers, to acknowledge the necessity of precision, which yields meaningful responses. 

For the empirical study of this master thesis the calculated required sample size with N = 

85 is therefore seen as the bare minimum, and a level of N = 100 is desirable to improve 

the precision. 
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5.1.5 Definition of the Data Collection Method 

In the subchapter 6.1.2, the definition of the research method was discussed. Based on the 

findings and the determination that this study uses a primary quantitative approach, the 

specific data collection method is defined in this chapter. As Oberzauchner (2012, p. 15) 

concludes, there are three main ways to collect data for a quantitative study: (1) surveys, 

(2) observations, and (3) experiments. The use of surveys is the most widespread data col-

lection method, and is characterized by the fact that the survey participant provides infor-

mation about the research topic of his or her own accord (Oberzauchner, 2012, p. 15). To 

measure participants’ perceptions and personal views, a survey is an appropriate way 

(Sackett & Larson, 1990, p. 441). Thus, for this empirical study the survey method is used. 

For surveys, it can be distinguished between four different communication types, which are 

personal surveys, telephonic surveys, written survey, and online surveys (Oberzauchner, 

2012, p. 15). As employees of Austrian consulting companies are expected to have internet 

access via computer, notebook, or smart phone, for this study the online survey method is 

used. The approach is supported by Häder (2010, p. 166), who is admittedly arguing that 

an online survey shall not be done for general population surveys, but can be done for a 

survey with a special population as a target group, such as employees of consulting com-

panies. The use of online surveys has some crucial advantages compared to the other 

methods. Firstly, the data can be both collected and analyzed very quickly, as the received 

data are instantly transferred to the analytical tool. Secondly, the expenses for reaching 

additional respondents are minimal, whereby much larger samples can be generated com-

pared to other methods. Lastly, online surveys guarantee participants’ anonymity to a very 

high degree, which is for example an issue for personal surveys (Malhotra, 2012, p. 228). 

On the basis of the discussed advantages and requirements, an online survey method is 

conducted for this study. 

5.1.6 Survey Design and Measures 

In the next step, the survey design and the measures to operationalize the perceived PMP 

accuracy, perceived PMP fairness, and employee engagement have to be prepared. For this 

empirical study a standardized questionnaire was used, which is a structured technique for 

data collection with a formalized set of questions, to ensure internally consistent and co-
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herent data for the following statistical analysis. Standardized questionnaires are also im-

portant for the comparability of the data, and the accuracy of the data collection, which 

leads to a simpler data analysis (Malhotra, 2012, p. 330). 

To collect the necessary data for the verification of the stated hypotheses, the questionnaire 

contained three basic sections, the perceived PMP accuracy, the perceived PMP fairness, 

and the employee engagement, which are based on existing scales. Krosnick and Presser 

(2010) encourage the use of scales from earlier surveys instead of creating scales with new 

items, as questionnaires and questions “are likely to have been crafted by skillful artisans 

or those with many resources to develop and test items” (pp. 299-300). Furthermore, by 

replicating questions from prior surveys, there are more possibilities to interpret the results 

and compare the results with other studies, which leads to a higher statistical value if the 

wording of the items is constant (Krosnick & Presser, 2010, p. 300). Swain, Weathers, and 

Niedrich (2008, p. 129) highlight the importance of an appropriate and constant wording of 

the items, which affects the quality of data obtained from multi-item scales. Thus, seven 

HRM employees in the consulting sector reviewed the questionnaire. Through the reviews, 

the wording of the items was enhanced, the understanding of the items could be evaluated, 

and a practical confirmation of the questionnaire was made. Furthermore, a confirmation 

was given for the avoidance of negatively worded items, which is also acknowledged by 

Wong, Rindfleisch, and Burroughs (2003, p. 87), who concluded in their study that posi-

tively worded items reduce confusion among participants and avoid associated measure-

ment problems.  

In addition to the necessary sections to verify the hypotheses, the questionnaire contains an 

introductory part in the beginning, some variables to evaluate the use of PM tools in the 

companies, and some demographic variables, which act as control variables to verify par-

ticipants fit for the study and the equilibrium of the participants regarding the demographic 

information. In the introductory part the participants were informed about the study in gen-

eral, which included for instance the application of the survey for a master thesis and the 

certitude regarding anonymity and confidentially. The actual first question of the survey 

was “What do you associate with the term performance management?”, and was used as 

opening question. Such opening questions are very important to generate participants’ in-

terest and willingness to fill out the questionnaire (Oberzauchner, 2012, p. 47). As Mal-

hotra (2012, pp. 339-340) states, an unstructured question type is appropriate as a first 
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questions, which supports the choice of the mentioned icebreaker question of the question-

naire. To support all participants with a basic knowledge of the topic PM, a simplified def-

inition of PM was stated after the first question, which can be used to minimize response 

errors (Malhotra, 2012, p. 332). 

In the appendix, the used questionnaire can be found, including the explanations for the 

participants and an opening question in the beginning. As the study is limited to the em-

ployees in Austrian consulting companies, the questionnaire was written in German and 

narrated in the second person.  

5.1.6.1 Perceived PMP Accuracy 

Employees’ perceived PMP accuracy was ascertained by using an adapted and translated 

version of the 12-item measure developed by Sharma et al. (2016), who developed an ac-

curacy scale based on both a qualitative approach and a quantitative study by Mayer and 

Davis (1999). The accuracy shall reveal the true level of performance and reflects employ-

ees’ contribution among the different phases of the PMP (Mayer & Davis, 1999, p. 128). 

The measurement is in accordance with the four main PMP elements of the analyzed PMP 

model in this master thesis and is divided into the four PMP accuracy elements perfor-

mance definition accuracy (PDA), performance review accuracy (PRA), performance 

evaluation accuracy (PEA), and performance consequences accuracy (PCA), whereby each 

of the elements is ascertained through three items.  

The participants provided responses on a 7-point Likert scale, which was also used for the 

perceived PMP fairness and the employee engagement, as it is seen as optimal scale length 

in many instances (Krosnick & Presser, 2010, p. 274). The Likert scale ranges from 1 (“not 

correct at all” respectively “trifft überhaupt nicht zu”) to 7 (“fully correct” respectively 

“trifft voll und ganz zu”). The higher the scores on each scale, the higher was the partici-

pant’s perceived PMP accuracy. 

5.1.6.2 Perceived PMP Fairness 

Employees’ perceived PMP fairness was ascertained by using an adapted and translated 

version of the 20-item measure developed by Colquitt (2001), who advocates for the use of 

a four-factor model of fairness, consisting of procedural (fairness of procedures), distribu-
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tive (fairness of outcomes), interpersonal (fairness and quality of interpersonal treatment), 

and informational fairness (fairness of explanations). The 20-item measure was also used 

and suggested by more recent studies in a PM setting (Gupta & Kumar, 2013; Sharma et 

al., 2016). 

The participants provided responses on a 7-point Likert scale ranging from 1 (“not correct 

at all” respectively “trifft überhaupt nicht zu”) to 7 (“fully correct” respectively “trifft voll 

und ganz zu”). The higher the scores on each scale, the higher was the participant’s per-

ceived PMP fairness. 

5.1.6.3 Employee Engagement 

The employee engagement was ascertained by using an adapted and translated version of 

the 9-item measure developed by Thomas (2007), who based his scale on the work by 

Kahn (1990). The scale included the three main characteristics of employee engagement, 

which Kahn (1990, p. 694) describes as physical, cognitive, and emotional engagement.  

The participants provided responses on a 7-point Likert scale ranging from (“strongly disa-

gree” respectively “stimme überhaupt nicht zu”) to 7 (“strongly agree” respectively “stim-

me voll und ganz zu”).The higher the scores on each scale, the higher was the participant’s 

employee engagement.  

5.1.6.4 Control Items 

As fourth main section of the questionnaire, participants were asked about the use of PM 

tools in their current companies, their general attitude concerning PM, their companies 

consulting branch, their company’s number of employees, their time in the company, their 

executive responsibilities, their working status, their current working country, their age, 

and their sex. 

The reason for the inclusion and importance of demographic and objective items, in con-

trast to the subjective items about the perceived PMP accuracy and fairness, is the fact that 

the context in which companies operate might influence the results of an empirical study, 

given the contingency perspective (Chenhall, 2003, p. 128). However, by a careful incor-

poration, verification, and controls of the contingency variables, such as the companies’ 
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operating sector or the company size (Chenhall, 2003, p. 128), researchers can generate 

study results, which minimize possible biases generated by the organizational context 

(Boselie et al., 2005, p. 76). 

5.1.7 Procedure of the Data Collection 

After the definition of the study requirements and methods, and the development of the 

questionnaire, the next step in the study process deals with the used procedure to collect 

data. To collect the data, the following questionnaire-link was distributed via e-mail and 

the social media platforms Facebook, LinkedIn, and XING to employees in Austrian con-

sulting companies: 

http://ww2.unipark.de/uc/performance_management/ 

The link was valid and online from April 4th, 2016 until May 1st, 2016, which implies a 

survey period of exactly four weeks. As Malhotra (2012, p. 240) stated, the distribution via 

e-mail and social media is a well-working way to generate a large number of responses. 

For empirical studies, the availability of large data sets provides great improvements for 

the statistical power of the analysis (Cohen, 1992b, p. 98). To draw a sufficiently large 

sample size, a snowball sampling approach was applied. The snowball sampling is defined 

as a nonprobability sampling technique, in which an initial group of potential participants 

is selected and asked to participate in the survey. After the initial participants have com-

pleted the survey, they are asked to identify others, who are part of the target group, to dis-

tribute the questionnaire among their network. The main advantages of the snowball sam-

pling are the increased likelihood to get access to the desired target group and the relatively 

low costs and resources, which are required in the research process (Malhotra, 2010, p. 

349). Although he snowball sampling has some drawbacks, for instance the limited control 

over the participants, as the recruiting of new respondents is partly done by the initial par-

ticipants themselves, or the greater likelihood that the sample is homogeneous given the 

network-based distribution (Illenberger & Flötteröd, 2012, p. 701), the snowball sampling 

has its application legitimacy, if not all persons of a target group are specifically reachable, 

but reachable through the connection to other persons of the target group (Häder, 2010, p. 

174). As this situation is given for the target group of employees in Austrian consulting 

companies, the snowball principle was applied in the data collection procedure.  
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After the completion of the data collection period, following statistics can be stated: 

 315 participants could be reached through direct contact via e-mail and social me-

dia, respectively the use of the snowball sampling. 

 124 completed and fully applicable questionnaires can be used for the statistical 

analysis after the data cleansing, which results in a completion rate of 39.37 per-

cent. 

A more detailed analysis of the generated sample size follows in chapter 5.2.1 

5.1.8 Criteria for Scientific Studies 

Empirical studies are supposed to be objective, reliable, and valid to the highest possible 

extent. For this reason, every study has to be examined with respect to the three criteria 

objectivity, reliability, and validity. These three criteria are in a hierarchical relation. In 

fact, objectivity is a necessary, but not sufficient, requirement for the reliability, while reli-

ability is a necessary, but not sufficient, requirement for the validity of the data (Diek-

mann, 2011, p. 261). 

The criterion objectivity is fulfilled, if the results are independent from the person, who is 

using the measuring tool (Goodwin, 2010, p. 567).  Objectivity means in other words that 

two or more persons can obtain the same results with the same measuring tool. Thus, it can 

be specified that by using quantitative empirical methods the highest possible grade of ob-

jectivity can be reached. Only coding errors could decrease the objectivity (Diekmann, 

2011, p. 249). 

The second criterion is about the reliability of the data. Peter (1979, p. 6) defined that reli-

ability is the degree “to which measures are free from error and therefore yield consistent 

results”. Reliability predicts to which extent the used scale provides consistent results for 

repeated measurements, whereby it is an important factor, as it verifies if the taken meas-

ure is close to the true measure (Goodwin, 2010, p. 134). The most widely used method to 

measure the reliability of a multi-item-scale is Cronbach’s Alpha (Diekmann, 2011, p. 

254). Cronbach’s Alpha calculates the arithmetic means of coefficients of all splitting pos-

sibilities. The result is subsequently a coefficient, which lies between 0 and 1, where a 

higher coefficient means a higher reliability (Malhotra, 2012, p. 317). In academic litera-
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ture, there are different opinions about the lowest acceptable coefficient (Peterson, 1994, p. 

382). However, a very common model for the valuation for the coefficient was made by 

Murphy and Davidshofer (1988, p. 89). This model categorizes the results of Cronbach’s 

Alpha in five different categories. The first category is a coefficient above 0.90, which 

indicates a high Cronbach’s Alpha level. Secondly, a coefficient between 0.80 and 0.90 is 

associated with a moderate level. Furthermore, a coefficient above 0.70 describes a low 

level, while a coefficient between 0.60 and 0.70 is seen as doubtful to some extent. Lastly, 

a coefficient below 0.60 is seen as an unacceptable coefficient. This model is acknowl-

edged by more current academic literature (e.g. Diekmann, 2011, p. 253; George & 

Mallery, 2013, p. 225; Malhotra, 2012, p. 317). To avoid a doubtful reliability in this mas-

ter thesis, the lowest acceptable coefficient level is determined with a value of 0.70. 

The last criterion is the validity of the measure. A measure is said to be valid, if it measures 

what it has been designed to measure (Goodwin, 2010, p. 131). For instance, a test of the 

perceived PM accuracy shall measure the perceived PM accuracy and not something else. 

In terms of validity, there are three distinguishable types. The first type is content validity 

and concerns whether or not the actual item content makes sense in terms of the construct 

being measured. The criterion validity deals with the correlation grade of the results, which 

means that the measure can forecast some future behavior respectively the measure is so-

phisticatedly related to some other measures of behavior. The third type of validity is the 

construct validity and is about the grade to which a test adequately measures a certain con-

struct. High construct validity is therefore given if a certain construct is related to a very 

high number of other variables, whereby substantial hypotheses can be deduced (Diek-

mann, 2011, p. 258). For the measurement of the validity, a factor analysis is conducted. 

The factor analysis is a statistical approach to analyze possible existing interdependencies 

within existing variables to reduce the set of variables with a minimum loss of information. 

Thus, the main aim of the factor analysis is to assemble variables into newly build factors, 

whereby the number of variables and therefore the complexity can be reduced. A basic 

assumption in this context is that an underlying structure between the set of selected varia-

bles is given (Backhaus, Erichson, Plinke, & Weiber, 2016, pp. 259-264). For the factor 

analysis, a three-step approach is needed, starting with the selection of the variables for the 

analysis. The selection is “by far the single most important decision to make in any inves-

tigation and should be guided by theory and/or the findings from the past research” 
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(Goldberg & Diman, 1994, p. 218). The second step refers to the determination if the exist-

ing data is appropriate for the execution of a factor analysis and is evaluated by the Kaiser-

Meyer-Olkin measure of sampling adequacy and the Bartlett’s test of sphericity. The Kai-

ser-Meyer-Olkin measure indicates to which extent the measured variables belong together 

based on a correlation matrix (Backhaus et al., 2016, p. 276), while the Bartlett’s test of 

sphericity indicates the significance of the correlation matrix (Backhaus et al., 2016, pp. 

273-275). Lastly, it is necessary to decide on the number of factors, which shall be gener-

ated out of the existing variables (Backhaus et al., 2016, pp. 298-301), which can be done 

based on existing models and a preliminary interpretation of the data (Jöreskog, 1969, p. 

183). Given the existing four-factor-models of accuracy (Sharma et al., 2016, p. 235) and 

fairness (Colquitt, 2001, p. 389), and the one-factor model of employee engagement 

(Thomas, 2007, p. 6), underlying theories and constructs are available for the factor analy-

sis. Thus, it is determined that the included variables fulfill the selection aspect by Gold-

berg and Diman (1994, p. 218). The evaluation for the appropriateness of the factor analy-

sis is done by the use of the Kaiser-Meyer-Olkin measure of sampling adequacy, whereby 

a value close to 1.0 is desirable (Backhaus et al., 2016, p. 276) and the Bartlett’s test of 

sphericity, whereby a value below 0.05 is necessary to confirm the significance of the cor-

relation matrix (Backhaus et al., 2016, pp. 273-275). The number of the factors is derived 

from the models by Sharma et al. (2016, p. 235), Colquitt (2001, p. 389), and Thomas 

(2007, p. 6), and is determined with four accuracy factors, four fairness factors, and one 

employee engagement factor. 

5.1.9 Analytical Method 

After the elaborate description of the research method and some related definitions, in this 

subchapter a short theoretical overview about the linear regression, which is the applied 

analytical test to examine the hypotheses, is presented. For the data analysis of this empiri-

cal study, the computing software IBM SPSS Statistics (Version 21) was used. This soft-

ware is one of the most applied programs among social scientists, and offers a great variety 

of different analytical methods (Malhotra, 2012, p. 445). 

A linear regression is used to verify the hypotheses. The regression analysis can be de-

scribed as a well-working and flexible process to analyze relationships between a depend-

ent and an independent variable (Malhotra, 2012, p. 551). A linear regression analysis rep-
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resents one of the most flexible and most used statistical analysis and is applied to describe 

and explain the influences from the independent to the dependent variable quantitatively 

and to estimate and predict the value of the dependent variable (Backhaus, Erichson, 

Plinke, & Weiber, 2016, p. 64). In other words, a linear regression analysis is used to ex-

plain the existing variation in one dependent variable based on the variation in the inde-

pendent variable (Yan & Su, 2009, pp. 1-2). This leads, according to Malhotra (2012, p. 

551), to following results: 

 The determination whether the independent variable explains a significant variation 

in the dependent variable, which shows if a relationship exists (p)  

 The determination to which extent the variation grade of the dependent variable can 

be explained by the independent variable, which shows the strength of the relation-

ship (r) 

 The determination of the mathematical equation relating the independent variable 

and the dependent variable, which shows on the one hand the structure of the rela-

tionship and can predict on the other hand the values of the dependent variable (r2) 

In this master thesis, ten simple linear regressions are conducted, to test the influence of 

each of the ten different independent variables on the dependent variable employee en-

gagement. As Backhaus et al. (2016, pp. 97-99) summarize, there are specific premises, 

which have to be fulfilled to conduct a simple linear regression: (1) the relation between 

dependent and independent variable is linear, (2) the residuals have an expectation value of 

zero, (3) there is no correlation between the dependent variable and the residuals, (4) the 

residuals have a constant variance (homoscedasticity), (5) the residuals are not correlated 

(no autocorrelation), and (6) the residuals are normally distributed. To check the premises 

(1), (4), and (6), in the analytical process the data is evaluated graphically by the use of 

scatterplots and histograms. For the premise (2) and (3) the appropriate use of the inde-

pendent variables is determining, whereby the use of a simple linear regression model has 

benefits compared to the multiple linear regression model, given the risk of overfitting and 

resulting contortions if more independent variables are used (Backhaus et al., 2016, pp. 

101-102). For premise (5) the Durbin-Watson formula is used to eliminate doubts about a 

possible autocorrelation, whereby a value between 1.5 and 2.5 is related to no autocorrela-

tion.   
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5.1.10 Summary of the Method 

To sum up the methodical process of the study, a short overview is given at this point. Ini-

tially, hypotheses were created based on the deductive approach, which enables a logical 

way of transforming broader theoretical inputs in specific and examinable statements. The 

hypothesis-adapted study method can be described as a primary quantitative research, 

which is conducted via an online survey. For the survey, a certain sample size is needed to 

achieve the desired statistical power. It was concluded that the required sample size differs 

depending on the number of used independent variables, which is why different required 

sample sizes were identified. 

For the survey, three existing item-based measures and some demographic variables about 

the study participants were applied, to receive the required information for the verification 

of the hypotheses. To ensure the high quality standard of scientific studies, the criteria ob-

jectivity, reliability, and validity were presented and is tested in the study. The outcomes of 

the tests are stated in chapter 5.2.2. Lastly, the simple linear regression, which is the ap-

plied analytic method, was presented shortly, to provide a basic knowledge and a better 

understanding of the results in the following chapter. 

5.2 Results 

In this chapter, the results of the conducted empirical study are illustrated. The presentation 

follows a logical succession, starting with the characteristics of the sample to get an over-

view about the demographic and control variables. Subsequently, the analyses to evaluate 

the fulfillment of the defined criteria for empirical studies and the verification of the hy-

potheses are presented, which contains the main part of the results chapter and investigates 

if the stated hypotheses are verified or falsified.  

5.2.1 Characteristics of the Sample 

During the survey period 315 participants have started the questionnaire by using the ques-

tionnaire link http://ww2.unipark.de/uc/performance_management/. However, 191 partici-

pants did not finish the whole questionnaire or were eliminated in the data cleanup. In to-

tal, 124 questionnaires were used for the data analysis process. To receive an overview 
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about the sample size, in the following tables the demographic variables are illustrated in a 

descriptive way. Thus, it can be furthermore evaluated if the defined required sample sizes 

are fulfilled. 

Table 2: Age Statistics of the Sample 

 Frequency Mean Median Mode Std. Deviation Minimum Maximum 

Total 124 30.27 28.00 28 6.805 20 51 

Source: Author’s chart 

Table 3: Gender Composition of the Sample 

 Frequency Percent Cumulative Percent 

Valid 

Male 60 48.4 48.4 

Female 64 51.6 100.0 

Total 124 100.0  

Source: Author’s chart 

Table 4: Employment Type Composition of the Sample 

 Frequency Percent Cumulative Percent 

Valid 

Full-Time 113 91.1 91.1 

Part-Time 11 8.9 100.0 

Total 124 100.0  

Source: Author’s chart 

Table 5: Company Affiliation Composition of the Sample 

 Frequency Percent Cumulative Percent 

Valid 

less than 1 year 15 12.1 12.1 

1 - 2 years 48 38.7 50.8 

3 - 5 years 36 29.0 79.8 

6 - 10 years 19 15.3 95.2 

more than 10 years 6 4.8 100.0 

Total 124 100.0  

Source: Author’s chart 

Table 6: Disciplinary Executive Responsibility Composition of the Sample 

 Frequency Percent Cumulative Percent 

Valid Yes 28 22.6 22.6 
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No 96 77.4 100.0 

Total 124 100.0  

Source: Author’s chart 

Table 7: Technical Executive Responsibility Composition of the Sample 

 Frequency Percent Cumulative Percent 

Valid 

Yes 56 45.2 45.2 

No 68 54.8 100.0 

Total 124 100.0  

Source: Author’s chart 

Table 8: Company Sector Composition of the Sample 

 Frequency Percent Cumulative Percent 

Valid 

Management and Strategy Consult-

ing 
47 37.9 37.9 

Human Resources Consulting 25 20.2 58.1 

IT Consulting 24 19.4 77.4 

Tax Consulting and Auditing  28 22.6 100.0 

Total 124 100.0  

 

Table 9: Company Headcount Composition of the Sample 

 Frequency Percent Cumulative Percent 

Valid 

less than 10 23 18.5 18.5 

10 - 49 20 16.1 34.7 

50 - 249 31 25.0 59.7 

more than 249 50 40.3 100.0 

Total 124 100.0  

Source: Author’s chart 

Table 10: General PM Attitude of the Sample 

 Frequency Percent Cumulative Percent 

Valid 

I do wish to have a  

working environment with PM 
109 87.9 87.9 

I do not wish to have  

a working environment with PM 
15 12.1 100.0 

Total 124 100.0  

Source: Author’s chart 
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Table 11: Use of PM Activities in Companies of the Sample 

 Used Not Used 

Frequency Percent Frequency Percent 

Goal Agreement Talks  112 90.3 12 9.7 

Performance Evaluations 110 88.7 14 11.3 

Performance Reviews (Employee Talks)  115 92.7 9 7.3 

Informal Feedbacks  113 91.1 11 8.9 

Formal Feedback Talks 92 74.2 32 25.8 

Coaching 69 55.6 55 44.4 

Career Talks 87 70.2 37 29.8 

Merit Pay 95 76.6 29 23.4 

N = 124 

Source: Author’s chart 

Interpreting the demographic characteristics of the sample size, a mixed distribution be-

tween male and female, the company affiliation, executive responsibilities, the company 

sector, and the company size can be detected. By a comparison between the required sam-

ple size and the actually generated sample size, it can be stated that the sample size is suf-

ficient both regarding Cohen’s calculated sample size (124 > 85) and Datallo’s recom-

mended sample size (124 > 100).  

5.2.2 Fulfillment of the Criteria 

There are three main criteria for empirical studies: (1) objectivity, (2) reliability, and (3) 

validity (Diekmann, 2011, p. 261). In terms of objectivity a quantitative empirical method 

is objective to the highest possible extent, only possible coding errors can reduce the grade 

of objectivity (Diekmann, 2011, p. 249). Considering this fact, this empirical study fulfills 

the criterion of objectivity, as it is a quantitative study and no coding errors occurred in the 

analysis, as the items were controlled during the data cleaning process. 

The second criterion is the reliability of the data. Cronbach’s Alpha is the most used form 

for the measurement and are applied, to analyze the reliability of the generated scales for 

this master thesis. The following table shows the results of Cronbach’s Alpha analyses of 

the different generated scales. 
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Table 12: Reliability Statistics for the Generated Scales 

 Cronbach’s Alpha N of Items 

Overall Accuracy (OA) .935 12 

Overall Fairness (OF) .958 20 

Performance Definition Accuracy (PDA) .871 3 

Performance Review Accuracy (PRA)  .848 3 

Performance Evaluation Accuracy (PEA) .901 3 

Performance Consequences Accuracy (PCA) .754 3 

Procedural Fairness (PF) .888 7 

Distributive Fairness (DF) .968 4 

Interpersonal Fairness (IPF) .921 4 

Informational Fairness (INF) .945 5 

Employee Engagement (EE) .892 9 

Source: Author’s chart 

As Table 12 indicates, all ten generated scales fulfill the determined lowest acceptable 

Cronbach’s Alpha (> 0.70). The composition of the generated scales is presented in the 

Appendix of this master thesis. The generated scales are in further consequence the basis 

for the analysis of the hypotheses. 

The third criterion is the validity of the data. Factor analyses were applied, to analyze the 

validity of the four-factor model of accuracy, the four-factor model of fairness, and the 

one-factor model of employee engagement. The following tables show the results of the 

factor analysis, including the Kaiser-Meyer-Olkin measure of sampling adequacy, the Bart-

lett's test of sphericity, and the rotated component matrix for both accuracy and fairness. 

Table 13: KMO and Bartlett's Test for Accuracy 

Kaiser-Meyer-Olkin Measure of Sampling Adequacy .926 

Bartlett's Test of Sphericity (Sig.) .000 

Source: Author’s chart 

Table 14: Rotated Component Matrix for Accuracy 

 1 2 3 4 

v49_PDA_01  .665   

v50_PDA_02  .864   

v51_PDA_03  .803   



Empirical Study 

  78 

v52_PRA_01 .548 .421  .595 

v53_PRA_02    .768 

v54_PRA_03    .745 

v56_PEA_01 .680 .477   

v57_PEA_02 .747 .432   

v58_PEA_03 .838    

v59_PCA_01 .527  .589  

v60_PCA_02  .448 .671  

v61_PCA_03   .832  

Extraction Method: Principal Component Analysis. Rotation Method: Varimax with Kaiser Normalization. 

Source: Author’s chart 

Table 15: KMO and Bartlett's Test for Fairness 

Kaiser-Meyer-Olkin Measure of Sampling Adequacy .929 

Bartlett's Test of Sphericity (Sig.) .000 

Source: Author’s chart 

Table 16: Rotated Component Matrix for Fairness 

 1 2 3 4 

v25_PF_01 .477   .484 

v26_PF_02    .597 

v27_PF_03 .426   .661 

v28_PF_04    .650 

v29_PF_05    .765 

v30_PF_06  .529  .582 

v31_PF_07  .529  .559 

v33_DF_01  .782   

v34_DF_02  .829   

v35_DF_03  .830   

v36_DF_04  .824   

v38_IPF_01   .896  

v39_IPF_02   .902  

v40_IPF_03   .788  

v41_IPF_04   .736  

v43_INF_01 .749    

v44_INF_02 .872    

v45_INF_03 .832    
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v46_INF_04 .752    

v47_INF_05 .814    

Extraction Method: Principal Component Analysis. Rotation Method: Varimax with Kaiser Normalization. 

Source: Author’s chart 

Table 17: KMO and Bartlett's Test for Employee Engagement 

Kaiser-Meyer-Olkin Measure of Sampling Adequacy .917 

Bartlett's Test of Sphericity (Sig.) .000 

Source: Author’s chart 

Table 18: Component Matrix for Employee Engagement 

 1 

v63_EE_01 .828 

v64_EE_02 .627 

v65_EE_03 .699 

v66_EE_04 .801 

v67_EE_05 .768 

v68_EE_06 .778 

v69_EE_07 .680 

v70_EE_08 .768 

v71_EE_09 .681 

Extraction Method: Principal Component Analysis. 

Source: Author’s chart 

As the tables indicates, both accuracy and fairness are suitable for a factor analysis (Kai-

ser-Meyer-Olkin Measure of Sampling Adequacy > 0.8; Bartlett's Test of Sphericity < 

0.05), whereby the rotated component matrix can be conducted, given the fact that more 

than one factor is extracted. Interpreting the rotated component matrix with the four fac-

tors, it can be clearly seen that the advised four-factor constructs for both accuracy and 

fairness are confirmed. The factor analysis is also suitable for the employee engagement 

(Kaiser-Meyer-Olkin Measure of Sampling Adequacy > 0.8; Bartlett's Test of Sphericity < 

0.05), and the component matrix, which is used as with solely one extracted factor a rotat-

ed component matrix is not possible, shows that the one-factor construct is confirmed. 

To sum up the fulfillment of the criteria, it was confirmed that the generated data are ob-

jective, as the questionnaire was checked for correctness, reliable, given the results of the 
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Cronbach’s Alpha data, and valid, given the results of the factor analysis. As all necessary 

criteria are fulfilled, the next subchapter contains the results of the linear regression. 

5.2.3 Verification of the Hypotheses 

To test the hypotheses of this study, ten simple linear regressions were conducted. For each 

of the regressions one independent variable was regressed on the employee engagement, 

which represents the dependent variable. To examine the premises for the linear regression, 

the scatterplots and histograms of each regression were checked and it was revealed that 

the relation between the dependent and independent variable was linear, the residuals have 

a constant variance, and the residuals are normally distributed. To verify the premise con-

cerning the autocorrelation, the table below indicates that there is no autocorrelation given 

among the regressions (Durbin-Watson value between 1.5 and 2.5), whereby all premises 

of the regression are fulfilled and the statistical correctness can be ensured.  The table be-

low summarizes the outcomes of the regression analyses.  

Table 19: Simple Linear Regressions 

 
R R2 p 

Durbin-

Watson 

Overall Accuracy (OA) .465 .216 .000 1.891 

Overall Fairness (OF) .498 .248 .000 1.879 

Performance Definition Accuracy (PDA) .340 .115 .000 1.945 

Performance Review Accuracy (PRA)  .357 .127 .000 1.779 

Performance Evaluation Accuracy (PEA) .463 .214 .000 1.930 

Performance Consequences Accuracy (PCA) .471 .222 .000 1.912 

Procedural Fairness (PF) .453 .205 .000 1.856 

Distributive Fairness (DF) .385 .148 .000 1.922 

Interpersonal Fairness (IPF) .399 .159 .000 1.992 

Informational Fairness (INF) .460 .211 .000 1.763 

N = 124; Dependent Variable: Employee Engagement (EE) 

Source: Author’s chart 

As indicated in the table above, all ten independent variables show a significant amount of 

variance in the employee engagement (p < 0.05) and are in fact highly signification on a 

0.01 level (p < 0.01). The results support all ten hypothesis, whereby all null hypothesis are 

falsified and all alternative hypothesis are verified, which is illustrated in Table 20. 
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Table 20: Hypotheses Verification 

H10 The perceived PMP overall accuracy (OA) has no or a negative influence on the em-

ployee engagement (EE).  
H1A The perceived PMP overall accuracy (OA) has a positive influence on the employee 

engagement (EE).  
H20 The perceived PMP overall fairness (OF) has no or a negative influence on the em-

ployee engagement (EE).  
H2A The perceived PMP overall fairness (OF) has a positive influence on the employee 

engagement (EE).  
H30 The perceived PMP performance definition accuracy (PDA) has no or a negative in-

fluence on the employee engagement.  
H3A The perceived PMP performance definition accuracy (PDA) has a positive influence 

on the employee engagement (EE).  
H40 The perceived PMP performance review accuracy (PRA) has no or a negative influ-

ence on the employee engagement (EE).  
H4A The perceived PMP performance review accuracy (PRA) has a positive influence on 

the employee engagement (EE).  
H50 The perceived PMP performance evaluation accuracy (PEA) has no or a negative 

influence on the employee engagement (EE).  
H5A The perceived PMP performance evaluation accuracy (PEA) has a positive influence 

on the employee engagement (EE).  
H60 The perceived PMP performance consequences accuracy (PCA) has no or a negative 

influence on the employee engagement (EE).  
H6A The perceived PMP performance consequences accuracy (PCA) has a positive influ-

ence on the employee engagement (EE).  
H70 The perceived PMP procedural fairness (PF) has no or a negative influence on the 

employee engagement (EE).  
H7A The perceived PMP procedural fairness (PF) has a positive influence on the employee 

engagement (EE).  
H80 The perceived PMP distributive fairness (DF) has no or a negative influence on the 

employee engagement (EE).  
H8A The perceived PMP distributive fairness (DF) has a positive influence on the employee 

engagement (EE).  
H90 The perceived PMP interpersonal fairness (IPF) has no or a negative influence on the 

employee engagement (EE).  
H9A The perceived PMP interpersonal fairness (IPF) has a positive influence on the em-

ployee engagement (EE).  
H100 The perceived PMP informational fairness (INF) has no or a negative influence on the 

employee engagement (EE).  
H10A The perceived PMP informational fairness (INF) has a positive influence on the em-

ployee engagement (EE).  

Source: Author’s chart 
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To analyze the given results more in detail, the strengths of the influence (R) or the associ-

ated explained variances (r2) can be evaluated by using the model by Evans (1996, p. 157), 

and categorized in five groups, whereby the values can be both negative, which shows a 

negative influence, and positive, which shows a positive influence: 

 Very weak influence:  R = 0.000 - 0.199  R2 = 0.000 - 0.039 

 Weak influence:  R = 0.200 - 0.399  R2 = 0.040 - 0.159 

 Moderate influence:  R = 0.400 - 0.599  R2 = 0.160 - 0.359 

 Strong influence:  R = 0.600 - 0.799  R2 = 0.360 - 0.639 

 Very strong influence:  R = 0.800 - 1.000  R2 = 0.640 - 1.000 

For the two overall scales, accuracy and fairness, a moderate positive influence was detect-

ed, whereby the perceived PMP overall fairness was slightly more influential for the em-

ployee engagement than the perceived PMP overall accuracy (0.498 > 0.465). In the sub-

factors of the accuracy model, the perceived PMP performance evaluation accuracy 

(0.463) and the perceived PMP performance consequences accuracy (0.471) show a mod-

erate positive influence on the employee engagement, while the perceived PMP perfor-

mance definition accuracy (0.340) and the perceived PMP performance review accuracy 

(0.357) only indicate a weak influence. For the four-factor fairness model, the perceived 

PMP procedural fairness (0.453) and the perceived PMP informational fairness (0.460) 

show a moderate positive influence on the employee engagement, while the perceived 

PMP distributive fairness (0.385) and the perceived PMP interpersonal fairness (0.399) 

only indicate a weak influence. Based on the illustrated values, in the next chapter an in-

terpretation is presented, whereby the study results are compared to other scientific studies.  

5.3 Interpretation of the Results 

For a better understanding of the study results, the findings are compared to results of simi-

lar studies (Alfes et al., 2013; Gupta & Kumar, 2013; Kinicki et al., 2013; Sharma et al., 

2016) and interpreted more in detail. Although neither of the mentioned studies had the 

exact same research area, some commonalities could be detected, which are the basis for 

the interpretation. 
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The two factor approach for the measurement of the PMP effectiveness with the perceived 

PMP accuracy and the measurement of the PMP efficiency with the perceived PMP fair-

ness by Sharma et al. (2016, p. 237) is confirmed. Both the perceived PMP overall accura-

cy (R = 0.465) and the perceived PMP overall fairness (P = 0.498) showed a statistically 

significant moderate influence on the employee engagement, which is determined as the 

main aim of the PMP for this empirical study. In fact, the study enhances the relevance of 

the two-factor approach of PMP effectiveness and efficiency, as the results reveal a higher 

influence strength of the two factors on the outcome compared to the findings by Sharma 

et al. (2016, p. 237), who investigated the influence on job satisfaction (P = 0.212) and 

organizational commitment (P = 0.232). Thus, the establishment of employee engagement 

as the main outcome of the PMP is supported, as other outcomes such as job satisfaction 

and organizational commitment are not influenced to that extent. Referring to a study, 

which investigated the influence of perceived HRM practices (connected to perceived ac-

curacy) and perceived executive behavior (connected to perceived fairness) on employee 

engagement (Alfes et al., 2013, p. 849), the study results can be theoretically validated 

once again, as the findings (R = 0.465 for accuracy and R = 0.498 for fairness) are similar 

with the reported R = 0.360 for perceived HRM practices (accuracy) and the reported R = 

0.350 for perceived executive behavior (fairness). Acknowledging the study results by both 

Sharma et al. (2016) and Alfes et al. (2013), the findings of this master thesis indicate that 

the perceptions of PMP in terms of accuracy and fairness influence the employee engage-

ment to a higher extent than previous studies revealed. 

All four sub-factors of the perceived PMP accuracy, including the factors performance 

definition accuracy, performance review accuracy, performance evaluation accuracy, and 

performance consequences accuracy, showed a significant positive influence on the em-

ployee engagement. These findings confirm the study results by Kinicki et al. (2013, pp. 

30-31), who revealed a statistically significant influence of six specific PMP activities on 

managerial effectiveness and job attitudes. However, the results by Kinicki et al. (2013, pp. 

30-31), which revealed that performance definition accuracy and performance review ac-

curacy are the strongest influencing factors for the outcomes, cannot be confirmed by the 

findings of this study. The study findings revealed in fact the exact opposite, acknowledg-

ing performance evaluation accuracy, and performance consequences accuracy as the main 

influencing factors for employee engagement. These findings are furthermore unexpected, 
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given the current trend towards a focus on coaching and goal setting (Budworth & Mann, 

2011, p. 82). A possible reason for the contrary study findings is that employees put more 

emphasizes regarding the PMP accuracy on the evaluations and consequences, while for 

the performance definition and review the perceived fairness aspects are more crucial. 

Studies by Mone et al. (2011, p. 209), DeNisi and Pritchard (2006, p. 265), and Rao (2007, 

p. 1833) support this view, as they state that for employees’ perception of accuracy the 

objectivity of the performance evaluation and the linkages between the performance evalu-

ation are essential. On the other hand, activities within the performance definition (goal 

setting and performance expectations) and the performance review (feedback and coach-

ing) are predominantly connected to executives’ behavior and might be therefore particu-

larly expressed in terms of the perceived fairness.  

All four sub-factors of the perceived PMP fairness, including the procedural fairness, the 

distributive fairness, the interpersonal fairness, and the informational fairness, revealed a 

significant positive influence. These findings support the view by Gupta and Kumar (2013, 

p. 70), who investigated in their study performance appraisals and scrutinized that all four 

fairness factors influence the employee engagement in certain ways. In that context, the 

importance of the informational fairness becomes apparent, as it shows the highest influ-

ence in both studies (P = 0.460 for this study and P = 0.352 for the study by Gupta and 

Kumar). The significance of the informational fairness is confirmed through study results 

by Thurston and McNall (2010, p. 221), who revealed that the informational fairness has a 

higher influence on employees’ satisfaction with their supervisor than the interpersonal 

fairness. The informational fairness, which is given if executives provide employees with 

information about the PMP in a reasonable, timely, and specific manner, is underpinned by 

various studies, which argue that it is necessary in the PMP that employees are informed 

about the process to establish a mutual understanding with their executives (Armstrong, 

2006, p. 49; Biron et al., 2011, p. 1295; Karagonlar et al., 2016, p. 23; Kinicki et al., 2013, 

p. 5). Besides the informational fairness, the procedural fairness has a moderate influence 

(P = 0.453) on the employee engagement and is therefore seen as a crucial determinant of 

the employee engagement. The results confirm the study findings by Gupta and Kumar 

(2013, p. 70), which revealed that the procedural fairness is the main influencing variable 

(P = 0.344) for the absorption, which is one characteristic of the employee engagement 

(Schaufeli, Bakker, & Salanova, 2006, p. 702).  
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The sum up the interpretation of the study results, four concluding information are present-

ed. Firstly, and apart from the hypotheses, a positive attitude for the use of PM was re-

vealed, given the fact that 87.9 percent of the participants stated that they generally wish to 

have a working environment including PM. Considering the actual usage of PMP activi-

ties, which revealed that above all performance reviews are used in Austrian consulting 

companies, an accordance between employees wishes and the execution of PM is ascer-

tained. Secondly, the two-factor approach of the PMP effectiveness and efficiency deter-

mination by the application of perceived PMP overall accuracy and perceived PMP overall 

fairness is confirmed, given the positive influences of both variables on the employee en-

gagement, which are even higher than previous similar studies. Thirdly, the four-factor 

model of accuracy revealed that the perceived PMP performance evaluation accuracy and 

perceived PMP performance consequences accuracy are the most important accuracy in-

fluencing variables for the employee engagement, which is contrary to previous study re-

sults, but acknowledged by theoretical foundations. Fourthly, the four-factor model of fair-

ness revealed that the perceived PMP informational fairness and the perceived PMP proce-

dural fairness are the most important influencing fairness variables for the employee en-

gagement, which confirms previous study results. Despite the illustrated tests for statistical 

correctness and the comparison to other study results, this empirical study has some limita-

tions, which are propounded in the next chapter. 

5.4 Limitations of the Empirical Study 

As already defined in chapter 5.1.3, the target group for the empirical study is strictly lim-

ited to employees of Austrian consulting companies. Associated to this specific industry 

sector and country, it is not advisable to generalize the results to other countries or other 

sectors, as cultural standards affect employees’ perceptions (Gupta & Kumar, 2013, p. 62), 

and the impact of the PMP is contingent on the sector, in which it is applied (Hvidman & 

Andersen, 2014, p. 55). However, the study findings might be used to improve the general 

understanding of the PMP, which acts also as a basis for the global PM perspective, as in-

troduced by Engle, Festing, and Dowling (2015, p. 1962), who state that organizations 

shall incorporate local PM frameworks into their global PM planning, to ensure a balance 
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between local and global use of their PMP. Further limitations have to be made in terms of 

the study and survey design and the actual content of the study.  

In terms of the survey design, Gruman and Saks (2011b, pp. 426-427) concluded in their 

work that by the use of a cross-sectional design through different topics in the survey and 

self-reported data, a common-method bias might influence the results. Podsakoff, Mac-

Kenzie, Lee, and Podsakoff (2003, p. 884) stated that this risk of a common-method bias 

can be reduced through methods like the use of existing scales with multiple items, which 

were used in the questionnaire of this empirical study. Although the use of self-report data 

is to a certain extent influenced by the respondent’s mood and condition and therefore a 

risk in terms of common-method bias (Podsakoff et al., 2003, p. 883), the use of self-

reported data is in this study appropriate, as participants’ were asked about their individual 

perception, which can be only answered by themselves (Sackett & Larson, 1990, p. 441).  

Considering the content of the study, it is important to set a clear distinction between the 

employee engagement and other outcomes such as the organizational effectiveness. Con-

sidering an organizational setting with certain rules and values, employees might be forced 

to use certain PMP elements, which lead on the one hand to a negative influence on the 

employee engagement, although the PMP has on the other hand a positive influence on the 

organizational effectiveness. In fact, it may not be appropriate to argue that a higher em-

ployee engagement leads automatically to a higher organizational effectiveness (Chenhall, 

2003, p. 135), although studies argued for the positive influence of employee engagement 

of the organizational outcomes (Alfes et al., 2013, p. 849; Christian et al., 2011, p. 119; 

Gruman & Saks, 2011a, p. 128). Keeping the difference between the employee engage-

ment and the more distal organizational effectiveness or other organizational outcomes in 

mind, this master thesis is strictly limited to the employee engagement. 

Considering a contingency perspective, another limitation is the fact that the effectiveness 

of PM depends also on contextual factors in the organizational environment (Bowen & 

Ostroff, 2004, p. 204). In this context, a careful implementation of PMP elements and ac-

tivities is an essential contributor to the organizational development (Cheng et al., 2007, p. 

61). By an impropriate implementation and adjustment of the PMP, the whole PMP may 

become harmful rather than useful for the employees and create some significant issues 

(Biron et al., 2011, p. 1296). Acknowledging the importance of the proper implementation 
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of the PMP, the results of this master thesis have to be taken carefully and set in an organi-

zation context with the consideration of how the PMP was implemented and maintained. 

However, to take the PMP implementation issue in consideration, in the next chapter the 

implications for practice give both organizations and executives some practical suggestions 

and a stepwise approach to implement and enhance the PMP, which is based on theoretical 

background and the findings of the empirical study of this master thesis. 
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6 Implications for Practice 

The study findings provide both organizations and executives with practical suggestions, to 

enhance the PM, PMP, and the influenced employee engagement. In addition to various 

practical implications, which were revealed in the different chapters of this master thesis 

and in particular in the presentation of the holistic PMP model, this chapter gives sugges-

tions about the implementation and adjustment of a PMP. The suggestions acknowledge 

the findings of the empirical study and have a clear stepwise approach from the overall 

organizational level to the individual executive and employee level. 

Starting with the organizational perspective, it is particularly important for organizations to 

be aware that, through the implementation of a PMP, they can establish a process, which 

derives employees’ performance behavior from the organizational goals and enhances the 

employee engagement. The PMP is a useful process to link the company’s vision, mission, 

and its business strategies to the individual level and to communicate organizational priori-

ties to executives and employees, to stimulate their engagement (Cheng et al., 2007, pp. 

61-62). Thus, the first step for a successful PMP implementation is the predefinition of the 

desired objectives, which the organization wants to reach by the use of the process. In this 

sense, organizations can use the PMP both for developmental purposes and administrative 

purposes (Rao, 2007, p. 1819), which incorporates the main tactical objective of the PMP, 

generating useful information and a basis for HR-connected decisions, and the main strate-

gical objective, supporting the executives and employees to fulfill business objectives 

(Biron et al., 2011, p. 1297). To achieve these objectives and purposes, whereby in this 

master thesis specific attention was given to the employee engagement as one key objec-

tive and outcome of the PMP, the PMP has to be holistic and ensure both accuracy and 

fairness aspects, as they are the main determinants for the PMP effectiveness and efficien-

cy (Sharma et al., 2016, p. 239). Thus, the second step in the implementation process is the 

establishment of the general framework of the PMP, which organizations have to adjust 

accordingly based on their desired objectives.  

In this regard, the presented PMP, including the four elements performance definition, per-

formance evaluation, performance review, and performance consequences, provides a ho-

listic and continuous process, which represents the main foundation for every PMP 
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(Aguinis & Pierce, 2008, p. 140; Armstrong, 2015, p. 10). A holistic and continuous PMP 

improves furthermore the perceived procedural fairness, which is one of the key influenc-

ing variables for employee engagement according to the study findings. In fact, companies 

gain the desired objectives to the highest possible extent only if a PMP is thoroughly and 

fully implemented (De Waal, Kourtit, & Nijkamp, 2009, p. 1258). By the use of a holistic 

PMP, companies generate synergy effects between the specific PMP elements and activi-

ties (Favero et al., 2016, p. 341) and can take countermeasures against the theory of con-

straints, which argues that a process is only as strong as its weakest element (Cullen & 

Parker, 2015, p. 610). Thus, continuing with the stepwise approach, companies have to put 

their created holistic PMP into practice as a third step. At this point, it is especially im-

portant to recognize the specific organizational context, as although a holistic PMP shall be 

based on the four elements and include some indispensable activities, the more detailed 

implementations and adjustments have to made in reference to the organizations resources 

and circumstances (Bowen & Ostroff, 2004, p. 204).   

Acknowledging the holistic and accurate characteristics of a PMP, where one process ele-

ment is conjunct with the subsequent element, the study findings ascertain that the perfor-

mance evaluation and the performance consequences accuracy are particularly important 

determinants of the employee engagement. Organizations need a PMP, where employees 

perceive the performance evaluation as objective and precise. Furthermore, the evaluation 

needs to reflect the received feedback, and gives the basis for performance consequences, 

which include career development, recognition, and merit pay. To ensure a high level of 

employees’ perceived PMP accuracy, organizations have to provide their executives, who 

perform the PMP in practice, with knowledge and information about the PMP. The provi-

sion of knowledge and information is in this regard both a responsibility of the HRM de-

partment and the senior management, which have to support executives with necessary 

PMP tools and the organizational directions towards the vision and mission (Cheng et al., 

2007, p. 70). To facilitate the provision of PMP knowledge, organizations need to educate 

their executives by appropriate workshops, rater trainings, and coaching sessions (London 

et al., 2004, pp. 333-334), which helps them to “develop their contextual understanding in 

order to convey what is going on, and why” (Cheng et al., 2007, p. 71). Thus, the fourth 

step in the implementation or adjustment procedure is the provision of the necessary PMP 

knowledge and information for the executives. 
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Through the execution of workshops, rater trainings, and coaching sessions, the focus of 

the implications of practice changes to the perspective of the executives, who are the key 

human factors for a successful PMP. This is especially valid for small and medium sized 

companies, which represent the majority in the target group of Austrian consulting compa-

nies, where a formalized PMP might not be integrated in the organization due to lack of 

resources and a focus on short-term planning (Garengo, Biazzo, & Bititci, 2005, pp. 40-

41). Instead, an informal approach based on solely the executives’ leadership behavior, 

actions, attitudes, and the personal relationships between executive and employee are 

mostly the determinants for the success of PM in small and medium sized companies 

(Franco & Matos, 2015, pp. 444-445). Thus, executives need to get the necessary infor-

mation and support for the PMP by the organization, whereby they are more engaged in 

conducting the PMP activities, which improves employees’ perceptions about the PMP 

(Biron et al., 2011, p. 1298). Adding the study findings to this issue, it is a necessity that 

executives set an example of informational fairness and establish a communication culture 

with their employees, to inform them about the PMP and occurring changes timely, thor-

oughly, and in a specific manner. Given today’s VUCA environment in the business world, 

and the increasing nature of market changes (Mack & Khare, 2016, p. 5), it is at the present 

day more important than ever that executives discern the environmental changes and pro-

vide their employees with timely information and updated goals if necessary (Buckingham 

& Goodall, 2015, p. 46). This is especially crucial for the target group of this master thesis, 

Austrian consulting companies, as they are mostly organized on a project-basis, where ob-

jectives both for the organization and the employees tend to change very quickly, based on 

acquired projects and business areas. Executives need the skills and knowledge to be high-

ly aware and responsive to occurring changes, with acknowledging the resource-based 

view, which includes in a PM setting existing tangible resources like PMP elements and 

activities and intangible resources like their own tacit knowledge about the PMP (Cullen & 

Parker, 2015, pp. 614-615). Thus, the fifth and last main step in the implementation and 

adjustment of a PMP is executives’ willingness and ability to execute the process elements, 

whereby the main activity is an ongoing and honest communication with their employees.  

Summing up the implications for practice to the essence and central statements, organiza-

tions and in particular executives have to make sure that their employees understand the 

PMP. To address this issue, a sophisticated communication level based on honest discus-
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sions between executives and employees is needed, to translate the intensions and goals 

into employee perceptions (Den Hartog et al., 2013, pp. 1660-1661). Through ongoing 

communication and discussions with their employees, executives gain in further conse-

quence a reasonable understanding of their employees’ perceptions about the PMP, which 

leads to the possibility to adjust the PMP accordingly to ensure a higher perceived accura-

cy and fairness (Thurston & McNall, 2010, p. 222). The awareness and understanding of 

employees’ perceptions about the PMP gives furthermore essential information about po-

tential for the improvement of the PMP, which ensures besides the presented top-down 

implementation approach also a bottom-up approach. The bottom-up approach, which 

transfers employees’ individual opinions and perceptions to the executive and in further 

consequence to the organizational level, is an essential characteristic for the continuous 

evaluation and improvement of the PMP. Thus, the findings of this empirical study are a 

useful indicator, as they illustrate the most influential employee perceptions, which are the 

perceived performance evaluation and perceived performance consequences in terms of 

accuracy, and the perceived procedural fairness and perceived informational fairness in 

terms of fairness. Focussing on the informational fairness as the most influencing fairness 

factor, executives need to inform their employees about the PMP in a timely manner, in 

particular when changes occur during the process execution. The specific ability to notice 

and sense required changes and adjustments in the PMP is one of the key issues for execu-

tives, as through the VUCA environment (Bennett & Lemoine, 2014, pp. 313-314) hardly 

any performance goals or performance expectations are constant over a long period. Thus, 

executives’ sensitivity to react on the rapidly changing environment with derivations of 

appropriate actions is an area, where there is a huge potential for improvement. If they can 

adjust their actions and in particular their communication according to their environment, 

the flexibility of the PMP can be enhanced, which fosters the organizations’ agility.  

The last chapter of this master thesis, the conclusion, summarizes the most essential infor-

mation and findings, which were generated through the theoretical part and the empirical 

study. In the conclusion, the research questions are answered and a specific focus on the 

most important finding and issue within this master thesis, the importance of communica-

tion, is provided. 
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7 Conclusion 

This master thesis evaluated the topic PM and focused initially on the definition of im-

portant terms to generate a general understanding of PM. Through the analyses and combi-

nation of different PMP models from scientific literature, a holistic PMP was outlined, 

which recognized the two main characteristics process accuracy and process fairness. The 

empirical study dealt with employees perceptions of the PMP accuracy and fairness, in-

cluding four-factor models of both accuracy and fairness, and investigated their influence 

on the employee engagement. Based on the discussed elements, some implications for 

practice were given. By using the available academic literature and the results of the con-

ducted empirical study, following can be concluded: 

PM is the basis of every HRM area and very crucial for the success and development of 

organizations, given the main goal, which is the improvement of employees’ performance. 

Referring to the first theoretical research question, which addresses the necessary elements 

and activities for a holistic PMP, the performance definition, performance evaluation, per-

formance review, and performance consequences were identified as four main elements. If 

they are implemented, executed, and conjoint properly, the elements enhance the success 

of the PMP. Considering the particular elements, for the performance definition the deriva-

tion of individual goals based on organizational objectives and establishment of perfor-

mance expectations for the employees are key activities, whereby the focus has to be on 

the communication between executive and employee, to define goals and expectations on a 

mutual basis. For the performance evaluation, it is necessary to define what is measured, 

who measures, and how it is measured. Through evaluations, which focus on the improve-

ment of employees’ engagement and motivation and support employees’ perceptions of 

accuracy and fairness, the success of the performance evaluation can be improved. In terms 

of the performance review, executives have to provide their employees with continuous 

feedback, which has to be to be specific, frequent, and rather positive than negative, and 

the necessary coaching, which is connected with the provision of guidance, facilitation, 

and inspiration for employees, to contribute to the positive process development. Lastly, 

for the performance consequences organizations have to consider both developmental pur-

poses, which focus on fulfilling organizations’ objectives and developing employees, and 

administrative purposes, which focus on HRM-related decisions such as merit pay. If or-
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ganizations implement a PMP respectively adjust their existing PMP towards the stated 

elements and activities in collaboration with their executives and the recognition of em-

ployees’ wants and needs, they can ensure to include the necessary aspects for a holistic 

PMP.  

To determine the effectiveness and efficiency of the holistic PMP, which is related to the 

second theoretical research question, the findings revealed that accuracy is the main char-

acteristic of the PMP effectiveness and fairness is the main characteristic of the PMP effi-

ciency. The accuracy refers to the PMP elements and their connection to each other based 

on a holistic process, while fairness includes procedural, distributive, interpersonal, and 

informational fairness factors. By focusing on the accuracy and fairness aspects and con-

sidering the fact that employees’ perception of the aspects is the essential determinator, 

organizations can evaluate their PMP accordingly and have a basis for process adjustments 

and improvements. Thus, they can achieve their desired PMP outcomes, whereby this mas-

ter thesis focused on the employee engagement, which leads to improved individual and 

organizational performance.  

To emphasize the empirical research question, the conducted study investigated the per-

ceived PMP accuracy and perceived PMP fairness, including theie sub-factors, regarding 

their influence on the employee engagement based on the target group of employees in 

Austrian consulting companies. Based on theoretical information and findings of similar 

studies, ten hypotheses were created by using a deductive approach. The findings revealed 

in the first place and apart from the verification of the hypotheses that employees have 

generally a positive attitude towards PM and that organizations conduct a variety of PMP 

activities. Employees’ perceptions of the overall PMP accuracy and fairness are ascer-

tained as significant moderate influencers for employee engagement, whereby the PMP 

fairness shows a slightly higher effect. Going more into detail, all sub-factors of the per-

ceived PMP accuracy and the perceived PMP fairness revealed a significant influence on 

the employee engagement, whereby particularly the performance evaluation accuracy, the 

performance consequences accuracy, the procedural fairness, and the informational fair-

ness showed relatively higher influencing effects. To consolidate the results of the empiri-

cal study, it can be stated that all ten hypotheses could be verified, as there were significant 

influences on the employee engagement detectable among all dependent variables. How-

ever, the revealed strengths of the influences provide evidence, which accuracy and fair-
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ness factors organizations and executives shall predominantly focus on, to enhance the 

employee engagement. 

Going beyond the research questions of this master thesis and reflecting on a more person-

al level, I highlight the communication issue as the most important aspect within the PM. 

Despite all necessary aspects, which were presented in the last chapters and have to be rec-

ognized to ensure the success of PM, if the communication between executive and em-

ployee is not working, even the best PMP cannot generate the desired results. Thus, execu-

tives simply need to have extraordinary communication skills to conduct the PMP appro-

priately and have to be very sensitive in dealing with their employees to react on changes 

in today’s VUCA environment. To give my personal reflection a profound basis and more 

substance, I emphasize two well-known communication concepts, which I value not only 

as essential within the business world and the PM, but also in personal relationships in 

general. Firstly, Watzlawick, Beavin, and Jackson (1967, pp. 51-54) highlight in their fun-

damental work the relationship aspect of communication and argue that it is necessary to 

not only think about what to communicate, but also to be aware of oneself and others. Eve-

ry communication between human beings is characterized by both a content and relation-

ship perspective, and the consideration that the words I speak might be understood and 

interpreted completely different by my interlocutor than the way I intended, enables a 

deeper understanding of communication. Secondly, the development and evolution of the 

communication from a simple discussion towards a sophisticated dialog is a vital objective. 

In contrast to discussions, where existing information and ideas are conveyed from one 

more active sender to one more passive receiver, a dialog enables a continual emergence of 

a new content, which is based on a mutual understanding between the dialog participants 

(Bohm, 1996, p. 2). In other words, only if I actively listen, acknowledge, and internalize 

the perspectives and views of my interlocutor, I can learn, broaden my understanding, and 

generate new knowledge together with my dialog partner on a mutual basis. This focus on 

the learning through communication is another aspect, which can be used specifically for 

the PM use and human interactions in general. It is vital that we as human beings under-

stand the importance of the communication for improving ourselves. Through dialogs with 

people, who have more experiences, more knowledge, or simply different perspectives on 

certain topics, it is possible to reflect and internalize the view that “the quality of your life 

is the quality of your communication” (Robbins, 2003, p. 198). 
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Appendix 1 Original Questionnaire 

Liebe Teilnehmerin, lieber Teilnehmer! 
 

Im Rahmen meiner Masterarbeit an der IMC Fachhochschule Krems und der Linnaeus University Kalmar 

führe ich eine Studie zum Thema „Performance Management in der Beratungsbranche“ durch, bei der ich 

mich sehr über Ihre Mithilfe freuen würde. Durch Ihre Unterstützung leisten Sie einen wichtigen und wert-

vollen Beitrag für diese Untersuchung. Bitte füllen Sie dazu alle Fragen vollständig und ehrlich aus, es gibt 

weder „richtige“ noch „falsche“ Antworten. Die Auswertung Ihrer Antworten erfolgt selbstverständlich 

anonymisiert und streng vertraulich, das heißt, es sind keinerlei Rückschlüsse auf Ihre Person oder Ihr Un-

ternehmen möglich. 
 

Für die Beantwortung der Fragen benötigen Sie ca. 10 Minuten.  

 

Falls Sie Interesse an den Ergebnissen der Studie haben, schicken Sie bitte eine E-Mail an ste-

phan.pessl@imc-krems.eu. Vielen Dank für Ihre Unterstützung! 

 

EINLEITUNG 
 

Was verbinden Sie mit dem Begriff Performance Management? 

 

 

 

 

Performance Management wird für diese Studie definiert als … 

„... kontinuierlicher Prozess, der durch laufende Kommunikation und verschiedene Aktivitäten zwischen 

Unternehmen (meist vertreten durch die Führungskraft) und Mitarbeiter/in die Leistung der Mitarbei-

ter/innen erhöhen und dadurch die Erreichung der Unternehmensziele unterstützen soll.“ 

R. Wayne Mondy 

 

Auf den nachfolgenden Seiten finden Sie verschiedene Aussagen zum Thema Performance Management. 

Bitte geben Sie Ihre Antworten in Bezug auf Ihr derzeitiges Unternehmen und Ihre derzeitige Arbeitsstelle. 

Falls Sie noch zusätzliche Anmerkungen oder Kommentare zu den Fragestellungen haben, können Sie diese 

in die jeweilige Textbox am Ende der Seite schreiben. 

 

PERFORMANCE MANAGEMENT HÄUFIGKEIT 
 

Bitte geben Sie an, ob und wie oft die folgenden Performance Management Aktivitäten in Ihrem Unter-

nehmen eingesetzt werden.  

1)  Zielvereinbarungen - Meine Führungskraft und ich treffen [     ] Mal pro Jahr Zielvereinbarun-

gen. 
  

2)  Leistungsbeurteilungen - Meine Leistung wird [     ] Mal pro Jahr von meiner Führungskraft 

beurteilt. 
  

3)  Mitarbeitergespräche - Ich habe [     ] Mitarbeitergespräche pro Jahr mit meiner Führungskraft.   

wird 

eingesetzt 

wird nicht 

eingesetzt 

mailto:stephan.pessl@imc-krems.eu
mailto:stephan.pessl@imc-krems.eu
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4)  Informelle Feedbacks - Ich erhalte [     ] Mal pro Jahr informelles Feedback von meiner Füh-

rungskraft. 
  

5)  Formelle Feedbackgespräche - Ich habe [     ] formelle Feedbackgespräche pro Jahr mit meiner 

Führungskraft. 
  

6)  Coachingmaßnahmen - Ich erhalte [     ] Mal pro Jahr Coaching von meiner Führungskraft.   

7)  Karriere- und Entwicklungspläne - Meine Führungskraft und ich überarbeiten [     ] Mal pro Jahr 

meinen Karriere- und Entwicklungsplan. 
  

8)  Leistungsbezogene Vergütung - Meine Vergütung wird [     ] Mal pro Jahr an meine Arbeitsleis-

tung angepasst. 
  

9)  Sonstiges ____________   

 

Bitte bewerten Sie die folgenden Aussagen in Bezug auf Ihr derzeitiges Unternehmen anhand einer Skala von 1 (trifft 

überhaupt nicht zu) bis 7 (trifft voll und ganz zu).        
 

PERFORMANCE MANAGEMENT FAIRNESS 
 

Bei den Performance Management Meetings (Zielvereinbarungs-, Mitarbeiter-, Feedbackgesprächen, 

etc.) … 

10)  … können Mitarbeiter/innen ihre Ansichten und Gefühle 

ausdrücken.   
       

11)  … herrschen hohe ethische und moralische Standards.        

 

Die nachfolgenden Abläufe des Performance Management Prozesses (administrative Entscheidungen, 

Karriere- und Entwicklungspläne, leistungsbezogene Vergütung, etc.) 

12)  … können durch Mitarbeiter/innen beeinflusst werden.        

13)  … können durch Mitarbeiter/innen beanstandet und beein-

sprucht werden. 
       

 

Der Performance Management Prozess … 

14)  … wird konsequent im gesamten Unternehmen eingesetzt.        

15)  … ist objektiv und neutral.        

16)  … stellt korrekte und wahrheitsgetreue Informationen dar.        

 

Die nachfolgenden Abläufe des Performance Management Prozesses (administrative Entscheidungen, 

Karriere- und Entwicklungspläne, leistungsbezogene Vergütung, etc.) 

17)  … spiegeln meine Bemühungen, die ich in meine Arbeit 

gesteckt habe, wider. 
       

18)  … sind angemessen für meine erbrachte Arbeit.        

19)  … geben wieder was ich für das Unternehmen geleistet 

habe. 
       

20)  … sind gerechtfertigt in Relation zu meiner Arbeitsleistung.        

 

Bei den Performance Management Meetings (Zielvereinbarungs-, Mitarbeiter-, Feedbackgesprächen, 

etc.) … 

trifft überhaupt 

nicht zu 

trifft voll und  

ganz zu 
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21)  … ist meine Führungskraft mir gegenüber freundlich.        

22)  … behandelt mich meine Führungskraft mit Würde und 

Respekt. 
       

23)  … werde ich von meiner Führungskraft wertgeschätzt.        

24)  … hält sich meine Führungskraft mit unangebrachten An-

merkungen und Kommentaren zurück. 
       

 

Meine Führungskraft … 

25)  … kommuniziert Informationen über den Performance 

Management Prozess in einer aufrichtigen Art und Weise 

mit mir. 

       

26)  … erklärt mir den Performance Management Prozess gründ-

lich. 
       

27)  … gibt mir plausible Erklärungen in Bezug auf den Perfor-

mance Management Prozess. 
       

28)  … kommuniziert Details des Performance Management 

Prozesses zeitgerecht. 
       

29)  … passt die Kommunikation über den Performance Ma-

nagement Prozess an meine individuellen Bedürfnisse an. 
       

 

PERFORMANCE MANAGEMENT GENAUIGKEIT 
 

Im Rahmen des Performance Management Prozesses … 

30)  … erhalte ich klare Information darüber, was von mir erwar-

tet wird, um meine Leistungsziele zu erreichen. 
       

31)  … werden meine Leistungsziele von den Unternehmenszie-

len abgeleitet. 
       

32)  … werden meine Leistungsziele an etwaige Veränderungen 

im Unternehmen angepasst. 
       

33)  … erhalte ich durch kontinuierliches Feedback eine präzise 

Einschätzung meiner Arbeitsleistung. 
       

34)  … werde ich auf Bereiche, in denen ich mich verbessern 

kann, klar hingewiesen. 
       

35)  … erhalte ich das notwendige Coaching, um meine verein-

barten Leistungsziele zu erreichen. 
       

36)  … spiegelt sich mein erhaltenes Feedback in meinen Leis-

tungsbeurteilungen wider. 
       

37)  … wird der Erfüllungsgrad meiner Leistungsziele bei der 

Leistungsbeurteilung präzise bewertet. 
       

38)  … sind meine Leistungsbeurteilungen objektiv in Bezug auf 

meine Arbeitsleistung. 
       

39)  … werden meine Leistungsbeurteilungen für meine Karrie-

replanung herangezogen. 
       

trifft voll und  

ganz zu 

trifft überhaupt 

nicht zu 
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40)  … erhalte ich leistungsbezogene Vergütung basierend auf 

meinen Leistungsbeurteilungen. 
       

41)  … erhalte ich nicht-monetäre Belohnungen und Anerken-

nungen basierend auf meinen Leistungsbeurteilungen. 
       

 

MITARBEITER ENGAGEMENT 
 

Bitte bewerten Sie die folgenden Aussagen in Bezug auf Ihre derzeitige Arbeitsstelle anhand einer Skala von 1 (stimme 

überhaupt nicht zu) bis 7 (stimme voll und ganz zu).  
 

42)  Ich bin bereit mich selbst zu pushen, um herausfordernde 

Leistungsziele zu erreichen. 
       

43)  Ich bin bereit mich völlig der Erfüllung meiner beruflichen 

Pflichten zu widmen. 
       

44)  Ich bin davon begeistert über neue Wege nachzudenken, 

wie ich meine Arbeit besser erledigen kann. 
       

45)  Ich bin davon begeistert qualitativ hochwertige Arbeit abzu-

liefern. 
       

46)  Ich bin immer bereit noch einen Schritt weiterzugehen, um 

meine Arbeit gut zu machen. 
       

47)  Es ist sehr wichtig für mich zu versuchen meine Arbeitsleis-

tung kontinuierlich zu verbessern. 
       

48)  Meine Arbeit ist eine Quelle meines persönlichen Stolzes.        

49)  Ich bin dazu entschlossen alle meine beruflichen Pflichten 

vollständig und gründlich zu erledigen. 
       

50)  Ich bin mit Herz und Seele bei meiner Arbeit.        

 

EINSTELLUNG & DEMOGRAPHIE 

 

Zum Abschluss möchte ich Sie bitten noch einige Angaben zu Ihrem derzeitigen Unternehmen und zu Ihrer Person zu 

machen. 

 

Unabhängig von Ihrer derzeitigen Arbeitsstelle und Ihrem derzeitigen Unternehmen, wünschen Sie sich persönlich ein 

Arbeitsumfeld mit Performance Management? (Bitte begründen Sie Ihre Antwort kurz) 

 JA, weil  _____________ 

 Nein, weil _____________ 

 

In welchem Bereich ist Ihr derzeitiges Unternehmen vorwiegend tätig? 

 Unternehmens- und Strategieberatung  

 Personalberatung 

 IT Beratung 

 Steuerberatung und Wirtschaftsprüfung 

 Sonstiges  _____________ 

 

Wie viele Mitarbeiter/innen beschäftigt Ihr derzeitiges Unternehmen (im Land, in dem sie angestellt sind)? 

 weniger als 10 

 10 bis 49 

 50 bis 249 

stimme  überhaupt 

nicht zu 

stimme voll und  

ganz zu 
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 mehr als 249 

 

Wie lange sind Sie bereits bei Ihrem derzeitigen Unternehmen angestellt? 

 weniger als 1 Jahr 

 1 - 2 Jahre 

 3 - 5 Jahre 

 6 - 10 Jahre 

 mehr als 10 Jahre 

 

Haben Sie derzeit disziplinarische Führungsverantwortung (z.B. Abteilungsleitung) in Ihrem Unternehmen? 

 Ja 

 Nein 

 

Haben sie derzeit fachliche Führungsverantwortung (z.B. Projektleitung) in Ihrem Unternehmen? 

 Ja 

 Nein 

 

In welcher Form sind Sie derzeit bei Ihrem Unternehmen angestellt? 

 Vollzeit 

 Teilzeit 

 

In welchem Land sind Sie derzeit angestellt? 

 Deutschland 

 Österreich 

 Schweiz 

 Sonstiges _____________ 

 

Bitte geben Sie Ihr Alter in Jahren an. 

_____________ 

 

Bitte geben Sie Ihr Geschlecht an. 

 männlich  

 weiblich 

 

Vielen Dank für Ihre Teilnahme! 
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Appendix 2 Translated Questionnaire 

Dear Participant! 
 

As part of my master thesis at the IMC University of Applied Sciences Krems and the Linnaeus University 

Kalmar, I conduct a study about the topic „Performance Management in the Austrian Consulting Industry“, 

whereby I am thankful for your support. Through your participation in this study, you make an important 

and valuable contribution for this investigation. Please fill out all questions entirely and honestly, there are 

no „right“ or „wrong“ answers. The analysis of your answers will be done naturally anonymously and strictly 

confidentially, which means that no inferences can be drawn from the answers about your person or organ-

ization. For the questionnaire, you need approximately 10 minutes. If you have interest in the study results, 

please send an e-mail to stephan.pessl@imc-krems.eu. 

  

INTRODUCTION 
 

What do you associate with the term Performance Management?  

 
 

 

Performance Management is for this study defined as … 

„… continuous process, which improves employees‘ performance and the fulfillment of the organizational 

goals through an ongoing communication and various activities between the organization (mostly repre-

sented by the executive) and the employee.“ 

R. Wayne Mondy 

 

On the following pages, you will find various statements referring to the topic Performance Management. 

Please state your answers in connection to your current company and your current job position. If you have 

any additional comments about the questions, you can state them in the particular text box on the bottom 

of the page.  

 

PERFORMANCE MANAGEMENT FREQUENCY 
 

Please state, if and how often the following Performance Management activities are  

conducted in your organization.  

51)  Goal Agreement Talks - I have [     ] goal agreement per year with my executive.   

52)  Performance Evaluations - My performance is evaluated [     ] times per year by my executive.   

53)  Performance Reviews - I have [     ] performance reviews per year with my executive.   

54)  Informal Feedbacks - I receive [     ] times per year informal feedback from my executive.   

55)  Formal Feedback Talks - I have [     ] formal feedback talks per year with my executive.   

56)  Coaching - I receive [     ] times per year coaching from my executive.   

57)  Career Talks - I have [     ] times per year career talks with my executive.    

58)  Merit pay - My merit pay is adjusted [     ] in accordance with my performance.   

59)  Others____________   

are 

conducted 

are not 

conducted 
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Please rate the following statements in connection to your current organization on a scale between 1 (not correct at all) 

to 7 (fully correct). 
 

PERFORMANCE MANAGEMENT FAIRNESS 
 

In the Performance Management meetings (goal agreement talks, performance reviews, feedback talks, 

etc.) …  

60)  … employees are able to express their views and feelings.        

61)  … high ethical and moral standards are given.        

 

The subsequent activities of the Performance Management Process (administrative decisions, career- and 

development plans, merit pay, etc.) … 

62)  … can be influenced by employees.        

63)  … can be appealed by employees.        

 

The Performance Management Process … 

64)  … is applied consistently in the organization.        

65)  … is objective and neutral.        

66)  … states accurate and true information.        

 

The subsequent activities of the Performance Management Process (administrative decisions, career- and 

development plans, merit pay, etc.) … 

67)  … reflect the effort I have put into my work.        

68)  … are appropriate for the work I completed.        

69)  … reflect what I have contributed to the organization.        

70)  … are justified, given my performance.        

 

In the Performance Management meetings (goal agreement talks, performance reviews, feedback talks, 

etc.) … 

71)  … my executive treats me in a polite manner.        

72)  … my executive treats me with respect and dignity.        

73)  … my executive values me.        

74)  … my executive refrains improper remarks and comments.        

 

My executive … 

75)  … communicates about the Performance Management 

Process in a candid manner. 
       

76)  … explains the Performance Management Process thorough-

ly. 
       

77)  … gives reasonable explanations about the Performance 

Management Process. 
       

78)  … communicates about the Performance Management 

Process in a timely manner. 
       

not correct 

at all 

fully 

correct 
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79)  … tailors the communication about the Performance Man-

agement Process to my specific needs. 
       

 

PERFORMANCE MANAGEMENT GENAUIGKEIT 
 

Within the Performance Management Process … 

80)  … I receive a clear idea of what is expected from me to meet 

my performance goals. 
       

81)  … my performance goals are derived from the organizational 

goals. 
       

82)  … my performance goals are adjusted to organizational 

changes. 
       

83)  … I receive an ongoing feedback, which gives an accurate 

evaluation of my performance. 
       

84)  … my areas for improvement a clearly pointed out to me.         

85)  … I get the coaching I need to achieve my performance 

goals. 
       

86)  … my performance evaluation is an accurate representation 

of the ongoing feedback. 
       

87)  …the fulfillment of my performance goals is accurately 

rated.  
       

88)  … my performance evaluations are objective in relation to 

my performance. 
       

89)  … my performance evaluations are used for career plans.         

90)  … I receive merit pay based on my performance evaluation.        

91)  … I receive non-monetary appreciation based on my per-

formance evaluation. 
       

 

MITARBEITER ENGAGEMENT 
 

Please rate the following statements in connection to your current organization on a scale between 1 (strongly disagre) 

to 7 (strongly agree).  
 

92)  I am willing to really push myself to reach challenging work 

goals. 
       

93)  I am prepared to fully devote myself to performing my job 

duties. 
       

94)  I get excited thinking about new ways to do my job more 

effectively. 
       

95)  I am enthusiastic about providing a high quality product or 

service. 
       

96)  I am always willing to “go the extra mile” in order to do my 

job well. 
       

97)  Trying to constantly improve my job performance is very        

strongly 

disagree 

strongly  

agree 

fully 

correct 

not correct 

at all 
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important to me. 

98)  My job is a source of personal pride.        

99)  I am determined to be complete and thorough in all my job 

duties. 
       

100)  I am ready to put my heart and soul into my work.        

 

ATTITUDE & DEMOGRAPHY 

 

Finally, I would like to ask you to state some information about yourself and your current organization. 

 

Regardless of your current job position and your current company, do you personally wish to have a working envi-

ronment with Performance Management? (Please justify your answer shortly) 

 YES, because _____________ 

 NO, because _____________ 

 

In which sector is your current company mostly operating?  

 Management and Strategy Consulting  

 Human Resources Consulting 

 IT Consulting 

 Tax Consulting and Auditing 

 Other ____________ 

 

How many employees is your current company employing (in the country, where you are employed)? 

 less than 10 

 10 to 49 

 50 to 249 

 more than 249 

 

How long have you been employed at your current company? 

 less than 1 year 

 1 - 2 years 

 3 - 5 years 

 6 - 10 years 

 more than 10 years 

 

Do you have currently disciplinary executive responsibility (e.g. leading a department) in your company? 

 Yes 

 No 

 

Do you have currently technical executive responsibility (e.g. leading a project) in your company? 

 Yes 

 No 

 

In which way are you employed currently at your company? 

 Full-Time 

 Part-Time 

 Other _____________ 

 

In which country are you employed currently? 

 Germany 

 Austria 



ANNEX 

  120 

 Switzerland 

 Other _____________ 

 

Please state your age in years. 

_____________ 

 

Please state your gender. 

 Male  

 Female 

 

Thank you very much for your participation! 
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Appendix 3 List of Items and Variables 

Sec-

tion 
Field Variable Questionnaire Item (Variable Composition) Coding 

G
en

er
a
l 

In
fo

rm
a
ti

o
n

 

ID v01_ID ID of the Questionnaire 
Generated 

Number 

Completion  

Status 
v02_Status Completion Status of the Questionnaire 

0 = Not Com-

pleted 

1 = Completed 

Needed Time v03_Duration Needed Time to Complete the Questionnaire String Input 

Date and 

Time 
V04_Date_Time Date and Time of the Start of the Questionnaire String Input 

Icebreaker V05_Icebreaker Was verbinden Sie mit dem Begriff Performance Management? String Input 

U
se

 o
f 

P
M

 A
c
ti

v
it

ie
s 

in
 O

rg
a

n
iz

a
ti

o
n

s 

Goal Agree-

ment Talks 

v06_Goals_Use Zielvereinbarungen 
1 = used 

2 = not used 

v07_Goals_Qua

ntity 
Meine Führungskraft und ich treffen [   ] Mal pro Jahr Zielvereinbarungen. Numeric Input 

Performance 

Evaluations 

v08_Evaluation_

Use 
Leistungsbeurteilungen 

1 = used 

2 = not used 

v09_Evaluation_

Quantity 
Meine Leistung wird [   ] Mal pro Jahr von meiner Führungskraft beurteilt. Numeric Input 

Performance 

Reviews 

(Employee 

Talks) 

v10_Discussion_

Use 
Mitarbeitergespräche 

1 = used 

2 = not used 

v11_Discussion_

Quantity 
Ich habe [   ] Mitarbeitergespräche pro Jahr mit meiner Führungskraft. Numeric Input 

Informal 

Feedbacks 

v12_Inf_Feedba

ck_Use 
Informelle Feedbacks 

1 = used 

2 = not used 

v13_Inf_Feedba

ck_Quantity 
Ich erhalte [   ] Mal pro Jahr informelles Feedback von meiner Führungskraft. Numeric Input 

Formal 

Feedback 

Talks 

v14_For_Feedb

ack_Use 
Formelle Feedbackgespräche 

1 = used 

2 = not used 

v15_For_Feedb

ack_Quantity 
Ich habe [   ] formelle Feedbackgespräche pro Jahr mit meiner Führungskraft. Numeric Input 

Coaching 

v16_Coaching_

Use 
Coachingmaßnahmen 

1 = used 

2 = not used 

v17_Coaching_

Quantity 
Ich erhalte [   ]  Mal pro Jahr Coaching von meiner Führungskraft. Numeric Input 

Career Talks 

v18_Career_Pla

ns_Use 
Karriere- und Entwicklungspläne  

1 = used 

2 = not used 

v19_Career_Pla

ns_Quantity 

Meine Führungskraft und ich überarbeiten [   ] Mal pro Jahr meinen Karriere- und Entwick-

lungsplan. 
Numeric Input 

Merit Pay 

v20_Merit_Pay_

Use 
Leistungsbezogene Vergütung  

1 = used 

2 = not used 

v21_Merit_Pay_

Quantity 
Meine Vergütung wird [   ] Mal pro Jahr an meine Arbeitsleistung angepasst. Numeric Input 

Others 

v22_Other_Use Sonstiges 
1 = used 

2 = not used 

v23_Other_Qua

ntity 
Sonstiges String Input 

Comments 
v24_Tools_Com

ments 
Anmerkungen String Input 
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P
e
rc

e
iv

e
d

 P
M

P
 F

a
ir

n
e
ss

 

Perceived 

PMP Proce-

dural Fair-

ness 

v25_PF_01 
Der Performance Management Prozess wird konsequent im gesamten Unternehmen einge-

setzt. 

1 = Strongly 

Disagree 

2  

3 

4 

5 

6 

7 = Strongly 

Agree 

v26_PF_02 Der Performance Management Prozess ist objektiv und neutral. 

v27_PF_03 
Der Performance Management Prozess stellt korrekte und wahrheitsgetreue Informationen 

dar. 

v28_PF_04 
Bei den Performance Management Meetings (Zielvereinbarungs-, Mitarbeiter-, Feedbackge-

sprächen, etc.) können Mitarbeiter/innen ihre Ansichten und Gefühle ausdrücken. 

v29_PF_05 
Bei den Performance Management Meetings (Zielvereinbarungs-, Mitarbeiter-, Feedbackge-

sprächen, etc.) herrschen hohe ethische und moralische Standards. 

v30_PF_06 

Die nachfolgenden Abläufe des Performance Management Prozesses (administrative Ent-

scheidungen, Karriere- und Entwicklungspläne, leistungsbezogene Vergütung, etc.) können 

durch Mitarbeiter/innen beeinflusst werden. 

v31_PF_07 

Die nachfolgenden Abläufe des Performance Management Prozesses (administrative Ent-

scheidungen, Karriere- und Entwicklungspläne, leistungsbezogene Vergütung, etc.) können 

durch Mitarbeiter/innen beanstandet und beeinsprucht werden. 

v32_PF_Comme

nts 
Anmerkungen String Input 

Perceived 

PMP Distri-

butive 

Fairness 

v33_DF_01 

Die nachfolgenden Abläufe des Performance Management Prozesses (administrative Ent-

scheidungen, Karriere- und Entwicklungspläne, leistungsbezogene Vergütung, etc.) spiegeln 

meine Bemühungen, die ich in meine Arbeit gesteckt habe, wider. 

1 = Strongly 

Disagree 

2  

3 

4 

5 

6 

7 = Strongly 

Agree 

v34_DF_02 

Die nachfolgenden Abläufe des Performance Management Prozesses (administrative Ent-

scheidungen, Karriere- und Entwicklungspläne, leistungsbezogene Vergütung, etc.) sind 

angemessen für meine erbrachte Arbeit. 

v35_DF_03 

Die nachfolgenden Abläufe des Performance Management Prozesses (administrative Ent-

scheidungen, Karriere- und Entwicklungspläne, leistungsbezogene Vergütung, etc.) geben 

wieder was ich für das Unternehmen geleistet habe. 

v36_DF_04 

Die nachfolgenden Abläufe des Performance Management Prozesses (administrative Ent-

scheidungen, Karriere- und Entwicklungspläne, leistungsbezogene Vergütung, etc.) sind 

gerechtfertigt in Relation zu meiner Arbeitsleistung. 

v37_DF_Comme

nts 
Anmerkungen String Input 

Perceived 

PMP Inter-

personal 

Fairness 

v38_IPF_01 
Bei den Performance Management Meetings (Zielvereinbarungs-, Mitarbeiter-, Feedbackge-

sprächen, etc.) ist meine Führungskraft mir gegenüber freundlich. 
1 = Strongly 

Disagree 

2  

3 

4 

5 

6 

7 = Strongly 

Agree 

v39_IPF_02 
Bei den Performance Management Meetings (Zielvereinbarungs-, Mitarbeiter-, Feedbackge-

sprächen, etc.) behandelt mich meine Führungskraft mit Würde und Respekt. 

v40_IPF_03 
Bei den Performance Management Meetings (Zielvereinbarungs-, Mitarbeiter-, Feedbackge-

sprächen, etc.) werde ich von meiner Führungskraft wertgeschätzt. 

v41_IPF_04 

Bei den Performance Management Meetings (Zielvereinbarungs-, Mitarbeiter-, Feedbackge-

sprächen, etc.) hält sich meine Führungskraft mit unangebrachten Anmerkungen und Kom-

mentaren zurück. 

v42_IPF_Comm

ents 
Anmerkungen String Input 

Perceived 

PMP Infor-

mational 

Fairness 

v43_INF_01 
Meine Führungskraft kommuniziert Informationen über den Performance Management 

Prozess in einer aufrichtigen Art und Weise mit mir. 

1 = Strongly 

Disagree 

2  

3 

4 

5 

6 

7 = Strongly 

Agree 

v44_INF_02 Meine Führungskraft erklärt mir den Performance Management Prozess gründlich. 

v45_INF_03 
Meine Führungskraft gibt mir plausible Erklärungen in Bezug auf den Performance Manage-

ment Prozess. 

v46_INF_04 
Meine Führungskraft kommuniziert Details des Performance Management Prozesses zeitge-

recht. 

v47_INF_05 
Meine Führungskraft passt die Kommunikation über den Performance Management Prozess 

an meine individuellen Bedürfnisse an. 

v48_INF_Comm

ents 
Anmerkungen String Input 
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P
e
r
c
e
iv

ed
 P

M
P

 A
c
c
u

r
a
c
y

 
Perceived 

PMP Per-

formance 

Definition 

Accuracy 

v49_PDA_01 
Im Rahmen des Performance Management Prozesses erhalte ich klare Information darüber, 

was von mir erwartet wird, um meine Leistungsziele zu erreichen. 

1 = Strongly 

Disagree 

2  

3 

4 

5 

6 

7 = Strongly 

Agree 

v50_PDA_02 
Im Rahmen des Performance Management Prozesses werden meine Leistungsziele von den 

Unternehmenszielen abgeleitet. 

v51_PDA_03 
Im Rahmen des Performance Management Prozesses werden meine Leistungsziele an etwaige 

Veränderungen im Unternehmen angepasst. 

Perceived 

PMP Per-

formance 

Review 

Accuracy 

v52_PRA_01 
Im Rahmen des Performance Management Prozesses erhalte ich durch kontinuierliches 

Feedback eine präzise Einschätzung meiner Arbeitsleistung. 

v53_PRA_02 
Im Rahmen des Performance Management Prozesses werde ich auf Bereiche, in denen ich 

mich verbessern kann, klar hingewiesen. 

v54_PRA_03 
Im Rahmen des Performance Management Prozesses erhalte ich das notwendige Coaching, 

um meine vereinbarten Leistungsziele zu erreichen. 

Comments 
v55_PDA_PRA

_Comments 
Anmerkungen String Input 

Perceived 

PMP Per-

formance 

Evaluation 

Accuracy 

v56_PEA_01 
Im Rahmen des Performance Management Prozesses spiegelt sich mein erhaltenes Feedback 

in meinen Leistungsbeurteilungen wider. 

1 = Strongly 

Disagree 

2  

3 

4 

5 

6 

7 = Strongly 

Agree 

v57_PEA_02 
Im Rahmen des Performance Management Prozesses wird der Erfüllungsgrad meiner Leis-

tungsziele bei der Leistungsbeurteilung präzise bewertet. 

v58_PEA_03 
Im Rahmen des Performance Management Prozesses sind meine Leistungsbeurteilungen 

objektiv in Bezug auf meine Arbeitsleistung. 

Perceived 

PMP Per-

formance 

Consequenc-

es Accuracy 

v59_PCA_01 
Im Rahmen des Performance Management Prozesses werden meine Leistungsbeurteilungen 

für meine Karriereplanung herangezogen. 

v60_PCA_02 
Im Rahmen des Performance Management Prozesses erhalte ich leistungsbezogene Vergütung 

basierend auf meinen Leistungsbeurteilungen. 

v61_PCA_03 
Im Rahmen des Performance Management Prozesses erhalte ich nicht-monetäre Belohnungen 

und Anerkennungen basierend auf meinen Leistungsbeurteilungen. 

Comments 
v62_PMA_PCA

_Comments 
Anmerkungen String Input 

E
m

p
lo

y
ee

 E
n

g
a

g
e
m

e
n

t 

Employee 

Engagement 

v63_EE_01 Ich bin bereit mich selbst zu pushen, um herausfordernde Leistungsziele zu erreichen. 

1 = Strongly 

Disagree 

2  

3 

4 

5 

6 

7 = Strongly 

Agree 

v64_EE_02 Ich bin bereit mich völlig der Erfüllung meiner beruflichen Pflichten zu widmen. 

v65_EE_03 
Ich bin davon begeistert über neue Wege nachzudenken, wie ich meine Arbeit besser erledigen 

kann. 

v66_EE_04 Ich bin davon begeistert qualitativ hochwertige Arbeit abzuliefern. 

v67_EE_05 Ich bin immer bereit noch einen Schritt weiterzugehen, um meine Arbeit gut zu machen. 

v68_EE_06 Es ist sehr wichtig für mich zu versuchen meine Arbeitsleistung kontinuierlich zu verbessern. 

v69_EE_07 Meine Arbeit ist eine Quelle meines persönlichen Stolzes. 

v70_EE_08 
Ich bin dazu entschlossen alle meine beruflichen Pflichten vollständig und gründlich zu 

erledigen. 

v71_EE_09 Ich bin mit Herz und Seele bei meiner Arbeit. 

v72_EE_Comm

ents 
Anmerkungen String Input 

C
o
n

tr
o
l 

V
a
r
ia

b
le

s 

General PM 

Attitude 
v73_Attitude Demografie_Einstellung_PM 

1 = Positive 

Attitude 

2 = Negative 

Attitude 

Positive 

Attitude 

v74_Attitude_Po

sitive 
Ja, weil ... String Input 

Negative 

Attitude 

v75_Attitude_N

egative 
Nein, weil ... String Input 

Company 

Sector 
v76_Sector Demografie_Branche 

1 = Manage-

ment / Strategy 

Consulting 

2 = HR Con-

sulting 
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3 = IT Consult-

ing 

4 = Tax Con-

sulting and 

Auditing 

Company 

Headcount 

v77_Employee_

Number 
Demografie_Mitarbeiteranzahl 

1 = less than 10 

2 = 10 - 49 

3 = 50 - 249 

4 = more than 

249 

Company 

Affilitation 

v78_Company_

Affiliation 
Demografie_Unternehmenszugehoerigkeit 

1 = less than 1 

year 

2 = 1 -2 years 

3 = 3 - 5 years 

4 = 6 - 10 years 

5 = more than 

10 years  

Disciplinary 

Executive  

v79_Disciplinar

y_Leader 
Demografie_Disziplinarische_Führungsverantwortung 

1 = Yes 

2 = No 

Technical 

Executive  

v80_Technical_

Leader 
Demografie_Führungsverantwortung 

1 = Yes 

2 = No 

Type of 

Employment 

v81_Employme

nt_Type 
Demografie_Anstellung 

1 = Full-Time 

2 = Part-Time 

3 = Internship 

4 = Other 

Country v82_Country Demografie_Land 

1 = Austria 

2 = Germany 

3 = Switzerland 

4 = Other 

Age v83_Age Demografie_Alter Numeric Input 

Sex v84_Sex Demografie_Geschlecht 
1 = Male 

2 = Female 

G
en

er
a
te

d
 S

c
a

le
s 

Overall 

Fairness 

v85_Overall_Fai

rness_Scale 

MEAN (v25_PF_01 + v26_PF_02 + v27_PF_03 + v28_PF_04 + v29_PF_05 + v30_PF_06 

+ v31_PF_07 + v33_DF_01 + v34_DF_02 + v35_DF_03 + v36_DF_04 + v38_IPF_01 + 

v39_IPF_02 + v40_IPF_03 + v41_IPF_04 + v43_INF_01 + v44_INF_02 + v45_INF_03 + 

v46_INF_04 + v47_INF_05) 

Value between 

1.00 and 7.00 

Overall 

Accuracy 

v86_Overall_Ac

curacy_Scale 

MEAN (v49_PDA_01 + v50_PDA_02 + v51_PDA_03 + v52_PRA_01 + v53_PRA_02 + 

v54_PRA_03 + v56_PEA_01 + v57_PEA_02 + v58_PEA_03 + v59_PCA_01 + v60_PCA_02 

+ v61_PCA_03)  

Value between 

1.00 and 7.00 

Procedural 

Fairness 
v87_PF_Scale 

MEAN (v25_PF_01 + v26_PF_02 + v27_PF_03 + v28_PF_04 + v29_PF_05 + v30_PF_06 

+ v31_PF_07) 

Value between 

1.00 and 7.00 

Distributive 

Fairness 
v88_DF_Scale MEAN (v33_DF_01 + v34_DF_02 + v35_DF_03 + v36_DF_04) 

Value between 

1.00 and 7.00 

Interperso-

nal Fairness 
v89_IPF_Scale MEAN (v38_IPF_01 + v39_IPF_02 + v40_IPF_03 + v41_IPF_04) 

Value between 

1.00 and 7.00 

Informatio-

nal Fairness 
v90_INF_Scale MEAN (v43_INF_01 + v44_INF_02 + v45_INF_03 + v46_INF_04 + v47_INF_05 

Value between 

1.00 and 7.00 

Performance 

Definition 

Accuracy 

v91_PDA_Scale MEAN (v49_PDA_01 + v50_PDA_02 + v51_PDA_03) 
Value between 

1.00 and 7.00 

Performance 

Review 

Accuracy 

v92_PRA_Scale MEAN (v52_PRA_01 + v53_PRA_02 + v54_PRA_03) 
Value between 

1.00 and 7.00 

Performance 

Evaluation 

Accuracy 

v93_PEA_Scale MEAN (v56_PEA_01 + v57_PEA_02 + v58_PEA_03) 
Value between 

1.00 and 7.00 

Performance 

Conse-

quences 

Accuracy 

v94_PCA_Scale MEAN (v59_PCA_01 + v60_PCA_02 + v61_PCA_03) 
Value between 

1.00 and 7.00 

Employee 

Engagement 
v95_EE_Scale 

MEAN (v63_EE_01 + v64_EE_02 + v65_EE_03 + v66_EE_04 + v67_EE_05 + v68_EE_06 

+ v69_EE_07 + v70_EE_08 + v71_EE_09) 

Value between 

1.00 and 7.00 



ANNEX 

  125 

Appendix 4 Descriptive Statistic for Items and Scales 

Descriptive Statistics for Frequency of Use of PM Activities 

 N 
Mini-

mum 

Maxi-

mum 
Mean 

Std. 

Error 

Mean 

Std. 

Deviation 
Variance Skewness Kurtosis 

v07_Goals 

_Quantity 
112 1 24 2.03 .283 2.991 8.95 4.812 .453 

v09_Measurement_

Quantity 
110 1 30 2.66 .368 3.856 14.87 4.246 .457 

v11_Discussion 

_Quantity 
115 1 56 2.91 .570 6.112 37.36 6.782 .447 

v13_Inf_Feedback_

Quantity 
113 1 365 22.45 5.678 60.353 3642.54 5.066 .451 

v15_For_Feedback

_Quantity 
92 1 56 4.38 .947 9.088 82.59 4.439 .498 

v17_Coaching 

_Quantity 
69 1 365 14.93 7.336 60.935 3713.04 5.617 .570 

v19_Creer_Plans_

Quantity 
87 1 12 1.51 .154 1.438 2.07 5.107 .511 

v21_Merit_Pay 

_Quantity 
95 1 12 2.72 .400 3.899 15.21 1.985 .490 

N = Participants who stated that the respective PM activities are conducted in their company 

 

Descriptive Statistics for Fairness Variables 

 N 
Mini-

mum 

Maxi-

mum 
Mean 

Std. 

Error 

Mean 

Std. 

Deviation 
Variance Skewness Kurtosis 

v25_PF_01 124 1 7 4.86 .152 1.693 2.867 -.650 -.335 

v26_PF_02 124 1 7 4.60 .129 1.437 2.064 -.298 -.343 

v27_PF_03 124 1 7 4.71 .130 1.453 2.110 -.515 -.337 

v28_PF_04 124 1 7 5.58 .137 1.525 2.327 -1.203 .652 

v29_PF_05 124 1 7 5.10 .140 1.553 2.413 -.812 .203 

v30_PF_06 124 1 7 4.56 .154 1.712 2.932 -.419 -.815 

v31_PF_07 124 1 7 4.39 .146 1.627 2.646 -.382 -.664 

v33_DF_01 124 1 7 4.59 .141 1.567 2.455 -.399 -.431 

v34_DF_02 124 1 7 4.71 .148 1.652 2.728 -.526 -.571 

v35_DF_03 124 1 7 4.56 .146 1.624 2.638 -.459 -.538 

v36_DF_04 124 1 7 4.59 .147 1.633 2.667 -.485 -.439 

v38_IPF_01 124 1 7 6.42 .099 1.105 1.221 -2.989 10.531 

v39_IPF_02 124 1 7 6.22 .111 1.233 1.521 -2.327 6.043 
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v40_IPF_03 124 1 7 6.01 .124 1.382 1.911 -1.686 2.707 

v41_IPF_04 124 1 7 5.73 .138 1.532 2.347 -1.361 1.255 

v43_INF_01 124 1 7 5.12 .135 1.507 2.270 -.775 .053 

v44_INF_02 124 1 7 4.63 .153 1.708 2.918 -.488 -.824 

v45_INF_03 124 1 7 4.75 .143 1.596 2.547 -.496 -.523 

v46_INF_04 124 1 7 4.63 .142 1.585 2.512 -.365 -.542 

v47_INF_05 124 1 7 4.62 .150 1.675 2.806 -.520 -.657 

Valid N 124         

 

Descriptive Statistics for Accuracy Variables 

 N 
Mini-

mum 

Maxi-

mum 
Mean 

Std. 

Error 

Mean 

Std. 

Deviation 
Variance Skewness Kurtosis 

v49_PDA_01 124 1 7 5.13 .134 1.487 2.211 -.904 .342 

v50_PDA_02 124 1 7 4.84 .149 1.660 2.754 -.596 -.355 

v51_PDA_03 124 1 7 4.64 .148 1.650 2.721 -.373 -.494 

v52_PRA_01 124 1 7 4.77 .143 1.597 2.550 -.463 -.452 

v53_PRA_02 124 1 7 5.00 .146 1.623 2.634 -.707 -.417 

v54_PRA_03 124 1 7 4.35 .157 1.749 3.060 -.244 -.958 

v56_PEA_01 124 1 7 4.98 .136 1.519 2.309 -.721 .135 

v57_PEA_02 124 1 7 4.64 .150 1.674 2.802 -.528 -.662 

v58_PEA_03 124 1 7 4.76 .133 1.484 2.201 -.485 -.162 

v59_PCA_01 124 1 7 4.39 .147 1.641 2.694 -.340 -.893 

v60_PCA_02 124 1 7 4.43 .181 2.017 4.068 -.325 -1.184 

v61_PCA_03 124 1 7 3.99 .163 1.815 3.293 -.112 -1.067 

Valid N 124         

 

Descriptive Statistics for Employee Engagement Variables 

 N 
Mini-

mum 

Maxi-

mum 
Mean 

Std. 

Error 

Mean 

Std. 

Deviation 
Variance Skewness Kurtosis 

v63_EE_01 124 2 7 5.59 .107 1.189 1.415 -.715 .214 

v64_EE_02 124 1 7 4.35 .116 1.289 1.662 -.413 .708 

v65_EE_03 124 2 7 5.53 .116 1.297 1.682 -.618 -.360 

v66_EE_04 124 2 7 5.99 .105 1.165 1.358 -1.363 1.772 

v67_EE_05 124 1 7 5.54 .108 1.199 1.437 -.801 .950 

v68_EE_06 124 2 7 5.74 .106 1.182 1.396 -.746 .311 

v69_EE_07 124 1 7 4.76 .136 1.511 2.282 -.514 -.215 
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v70_EE_08 124 2 7 5.95 .104 1.161 1.347 -.951 .410 

v71_EE_09 124 1 7 5.09 .120 1.331 1.773 -.396 -.344 

Valid N 124         

 

Descriptive Statistics for Generated Scales 

 N 
Mini-

mum 

Maxi-

mum 
Mean 

Std. 

Error 

Mean 

Std. 

Deviation 
Variance Skewness Kurtosis 

v85_Overall 

_Fairness_Scale 
124 1.00 7.00 5.0181 .10375 1.15529 1.335 -.946 .952 

v86_Overall 

_Accuracy_Scale 
124 1.00 7.00 4.6599 .11434 1.27323 1.621 -.489 .059 

v87_PF_Scale 124 1.00 7.00 4.8272 .10942 1.21850 1.485 -.804 .642 

v88_DF_Scale 124 1.00 7.00 4.6129 .13888 1.54649 2.392 -.485 -.392 

v89_IPF_Scale 124 1.00 7.00 6.0927 .10687 1.19001 1.416 -2.124 5.220 

v90_INF_Scale 124 1.00 7.00 4.7500 .13142 1.46340 2.142 -.602 -.305 

v91_PDA_Scale 124 1.00 7.00 4.8683 .12813 1.42682 2.036 -.670 .182 

v92_PRA_Scale 124 1.00 7.00 4.7097 .13039 1.45201 2.108 -.606 -.165 

v93_PEA_Scale 124 1.00 7.00 4.7930 .12806 1.42604 2.034 -.548 -.219 

v94_PCA_Scale 124 1.00 7.00 4.2688 .13456 1.49837 2.245 -.128 -.750 

v95_EE_Scale 124 2.11 7.00 5.3943 .08300 .92425 .854 -1.018 1.718 

Valid N 124         

 


