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A b s t r a c t

erformance management and appraisal systems are vital for improving 

Pefficiency, accountability, and policy implementation within public 

sector institutions. In Nigeria, various initiatives have sought to 

institutionalise performance evaluation across federal and state ministries to 

enhance service delivery and support public sector reform. Despite these efforts, 

the effectiveness of  such systems remains constrained by politicisation, weak 

institutional frameworks, and the absence of  clear, objective performance 

metrics. This qualitative study examines the structure, implementation, and 

perceived impact of  performance management and appraisal systems in the 

Nigerian public service. Data was collected through in-depth interviews with 

senior civil servants, human resource officers, and policy experts, complemented 

by a review of  relevant policy documents. The findings reveal gaps between 

policy design and execution, perceptions of  subjectivity in assessments, and 

limited links between appraisals and career progression or service improvement. 

The study recommends capacity building, digital transformation, clear 

performance benchmarks, and robust monitoring mechanisms to enhance 

system credibility and effectiveness.
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Background to the Study 

Public service organisations worldwide are increasingly under pressure to demonstrate 

enhanced performance, fiscal responsibility, and effective service delivery. In developing 

countries such as Nigeria, this pressure is heightened by limited resources, governance 

complexities, and growing citizen expectations for transparent, accountable, and responsive 

administration (Adebayo & Agboola, 2021). Against this backdrop, performance 

management and appraisal systems have emerged as critical instruments for driving 

institutional effectiveness, promoting accountability, and motivating public servants to 

achieve policy objectives and national development goals (Armstrong, 2014; Aguinis, 2019). 

Performance management encompasses a continuous cycle of  planning, monitoring, 

evaluating, and rewarding employee performance in alignment with organisational goals. 

Within this framework, performance appraisal serves as a formal mechanism for assessing 

individual contributions, identifying training needs, and informing decisions on promotions, 

sanctions, and professional development. When effectively designed and implemented, such 

systems are fair, transparent, participatory, and results-oriented, fostering a culture of  

meritocracy, service excellence, and institutional learning (Moynihan, 2020).

In Nigeria, the public service is the primary vehicle for policy implementation, service 

delivery, and socio-economic development. Ministries, departments, and agencies (MDAs) 

coordinate development initiatives, enforce regulations, and deliver essential services. 

Recognising the importance of  accountability and efficiency, successive governments have 

introduced reform programmes, including the Annual Performance Evaluation Reports 

(APER), the Open Performance Review and Appraisal System (OPRAS), and performance 

contracts in selected agencies (Adewumi & Akinbode, 2020; Okotoni & Musa, 2005). These 

initiatives aim to link employee performance with organisational objectives, enhance service 

delivery, and strengthen public sector governance.

Despite these reforms, challenges persist. Studies and policy reviews highlight bureaucratic 

inefficiency, politicisation of  appraisals, unclear performance indicators, weak feedback 

mechanisms, and a lack of  alignment between appraisals and career progression or 

institutional learning (Ogunyemi & Ojo, 2022; Oladipo & Adewale, 2021). Often, 

performance evaluations are treated as procedural formalities, with limited impact on 

employee motivation or organisational outcomes. The centralised, hierarchical nature of  the 

Nigerian civil service further constrains participatory planning and innovation, reducing the 

effectiveness of  appraisal systems as tools for policy implementation and reform. This gap 

between policy design and practical implementation raises critical questions about the 

credibility, functionality, and impact of  performance management systems on public sector 

reform and service delivery. Addressing this gap requires a nuanced, qualitative 

understanding of  how appraisal systems operate, how public servants perceive them, and the 

structural and institutional barriers that hinder their effectiveness.

Accordingly, this study explores the structure, implementation, and outcomes of  

performance management and appraisal systems in the Nigerian public service, with 

particular focus on their implications for policy effectiveness and public sector reform. Using 
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in-depth interviews, document reviews, and thematic analysis, the study examines the lived 

experiences of  public servants, institutional realities, and reform challenges within federal 

MDAs. By doing so, it aims to provide insights that can inform policy decisions, strengthen 

performance frameworks, and promote a more accountable, efficient, and citizen-responsive 

public service.

Objectives of the Study

1. To examine the structure and implementation of  performance management and 

appraisal systems in the Nigerian public service.

2. To evaluate the effectiveness of  these systems in enhancing policy implementation 

and service delivery.

3. To identify the institutional, cultural, and operational challenges that hinder effective 

performance appraisal in public sector organisations.

4. To provide policy recommendations for strengthening performance management 

systems to support public sector reform and improve accountability, efficiency, and 

service outcomes.

Literature Review

Performance Management in the Nigerian Civil Service

Performance management is a strategic and integrated approach designed to enhance 

organisational effectiveness by aligning individual employee objectives with institutional 

goals and national development priorities (Aguinis, 2019). In the context of  the Nigerian civil 

service, performance management is not a one-off  evaluation but a continuous process that 

seeks to improve service delivery, ensure accountability, and foster a results-oriented culture.

Key Processes of Performance Management

1. Goal Setting and Planning

a) At the beginning of  the appraisal cycle, civil servants' objectives are aligned 

with organisational goals, MDAs' strategic plans, and national development 

priorities.

b) Tools such as OPRAS and performance contracts provide structured 

frameworks for setting measurable targets and defining expected outputs.

c) Participatory goal setting ensures employees are aware of  their 

responsibilities and the standards against which their performance will be 

assessed (Anam, 2023).

2. Monitoring and Continuous Oversight

a) Performance management in the civil service involves continuous tracking of  

employee progress against established targets.

b) Supervisors are expected to conduct regular check-ins, provide guidance, and 

identify early challenges that may hinder performance.

c) The use of  digital platforms, such as the Integrated Personnel and Payroll 

Information System (IPPIS), supports monitoring by maintaining accurate 

records and verifying completion of  tasks (OHCSF, 2020).
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3. Evaluation and Assessment

a) Evaluation is typically carried out at mid-year and end-of-year stages.

b) Performance appraisals like APER and OPRAS assess both quantitative 

outputs (e.g., completion of  assigned tasks) and qualitative attributes (e.g., 

teamwork, adherence to rules, initiative).

c) Assessment results are used to identify training needs, promotions, sanctions, 

or capacity development opportunities (Okotoni & Musa, 2005).

4. Feedback and Development

a) Constructive feedback is an essential element, aimed at helping employees 

understand their strengths and areas for improvement.

b) In theory, feedback loops inform training programmes, skill enhancement, 

and career development pathways, thereby improving overall institutional 

performance.

c) In practice, however, feedback is often irregular or informal, reducing the 

developmental impact of  appraisals (Anam, 2022).

5. Reward and Accountability Linkages

a) Effective performance management results in rewards, promotions, and 

recognition, fostering motivation and accountability.

b) This also supports evidence-based decision-making, ensuring that personnel 

actions are aligned with performance outputs rather than seniority or 

patronage.

6. Review and Adaptation

a) Performance management systems are expected to be dynamic, regularly 

reviewed, and adjusted to accommodate evolving organisational priorities 

and policy environments (Moynihan, 2020).

b) Adaptation ensures that appraisal frameworks remain relevant, credible, and 

capable of  promoting a culture of  continuous improvement.

In the Nigerian civil service, performance management is a holistic process designed to 

integrate planning, monitoring, evaluation, feedback, and reward mechanisms. While the 

framework exists in policy, its effectiveness is often undermined by bureaucratic inefficiencies, 

weak institutional commitment, political interference, and lack of  capacity. Strengthening 

these processes through digital integration, participatory approaches, and results-oriented 

culture is critical for enhancing accountability, service delivery, and public sector reform.
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Conceptual flowchart diagram illustrating the full performance management cycle in the 

Nigerian civil service

Figure 1: Performance Management Cycle in the Nigerian Civil Service
┌───────────────────────────┐
│ Goal Setting & Planning 
│  Align individual goals with organisational and national priorities
│  Set KPIs & targets 
└───────────────┬───────────┘
 │
 ▼
┌───────────────────────────┐
│ Monitoring & Oversight 
│  Track progress against targets 
│  Supervisory check-ins │
│  Use digital platforms (IPPIS) 
└───────────────┬───────────┘
 │
 ▼
┌───────────────────────────┐
│ Performance Appraisal 
│  Mid-year & end-of-year assessment
│  Evaluate outputs & behaviours 
│  Identify gaps & training 
└───────────────┬───────────┘
 │
 ▼
┌───────────────────────────┐
│ Feedback 
│  Communicate strengths and areas for growth 
│ Inform capacity building 
│  Facilitate employee development
└───────────────┬───────────┘
 │
 ▼
┌───────────────────────────┐
│ Reward & Recognition 
│  Link outcomes to promotions & incentives 
│  Foster accountability 
│  Encourage performance culture
└───────────────┬──────┘
 │
 ▼
 ┌───────────────────┐
 │ Review & Adapt 
 │  Update targets 
 │  Revise appraisal frameworks
 │  Ensure alignment with policy goals
 └──────────────────
 └─────────► Cycle repeats
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Explanation of  the Flowchart

1. Goal Setting & Planning: Aligns civil servant objectives with MDAs and national 

priorities. KPIs are established for measurable outcomes.

2. Monitoring & Oversight: Supervisors track progress continuously, using digital tools 

where possible (IPPIS).

3. Performance Appraisal: Formal evaluation at mid-year and year-end; identifies gaps, 

training needs, and potential sanctions or promotions.

4. Feedback: Communicates results, informs capacity-building programs, and 

encourages employee development.

5. Reward & Recognition: Links performance outcomes to career progression, 

incentives, and organisational accountability.

6. Review & Adaptation: Appraisal frameworks and targets are reviewed, revised, and 

updated to remain aligned with changing policies and organisational goals.

Performance Appraisal in the Nigerian Public Service

At the heart of  performance management is performance appraisal, a systematic process for 

evaluating an employee's job performance against predetermined criteria such as key 

performance indicators (KPIs), job descriptions, and strategic organisational targets 

(Armstrong, 2014). In the public service, appraisal serves multiple functions, including 

measuring effectiveness, identifying training and capacity development needs, informing 

promotions and sanctions, and supporting professional development. Beyond these internal 

management objectives, performance appraisal is critical for enhancing transparency, 

accountability, and responsiveness in public sector institutions, ensuring that public resources 

are efficiently utilised and services meet citizen expectations (OECD, 2015; Moynihan, 2020).

Performance Appraisal Tools in the Nigerian Public Service

Several formal appraisal instruments are employed across Nigerian federal ministries, 

departments, and agencies (MDAs), each with specific objectives and procedures:

1. Annual Performance Evaluation Report (APER):

a) APER is a traditional, widely used tool that evaluates employees on general 

attributes such as diligence, punctuality, communication skills, loyalty, and 

overall job effectiveness.

b) Typically conducted annually, it forms part of  the official personnel record. 

However, research has shown that APER is often subjective, qualitative, and 

procedural, limiting its effectiveness as a developmental tool (Okotoni & 

Musa, 2005; Anam Bassey, 2022).

2. Open Performance Review and Appraisal System (OPRAS):

a) OPRAS is a more participatory and results-oriented appraisal system. It 

involves jointly agreed targets between supervisors and subordinates, mid-

year reviews, and self-assessment components.

b) Although designed to enhance transparency and accountability, adoption 

across federal MDAs remains inconsistent, and some agencies struggle to 

implement it fully (Esu & Inyang, 2009; Anam, 2023).
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3. Performance Contracts:

a) Certain reform-focused agencies and donor-supported programmes use 

performance contracts linking institutional and individual targets to specific 

outputs and deliverables.

b) These contracts are designed to motivate employees and reinforce results-

based accountability, but their effectiveness is often undermined by 

inadequate monitoring and enforcement mechanisms (Eneanya, 2018).

4. Integrated Digital Systems (IPPIS):

a) Recent reforms include the Integrated Personnel and Payroll Information 

System (IPPIS), which tracks personnel records and links remuneration to 

verified service delivery.

b) While IPPIS reduces ghost worker incidences and enhances administrative 

efficiency, it is not yet fully leveraged as a performance monitoring tool in 

most MDAs (OHCSF, 2020; Anam, 2023).

Critical Features of  Effective Appraisal Systems

An effective public service appraisal system should be:

1. Objective and results-oriented, linking individual performance to organisational 

goals.

2. Participatory, engaging employees in target setting and self-evaluation.

3. Transparent, with feedback mechanisms and linkage to promotions, training, and 

rewards.

4. Dynamic, periodically reviewed and adapted to align with evolving policy priorities 

(Moynihan, 2020; Anam, 2022).

In practice, however, Nigerian public service appraisals are often constrained by political 

interference, hierarchical culture, weak institutional capacity, and procedural formalism, 

which diminish their potential to enhance public sector efficiency, accountability, and service 

delivery (Ogunyemi & Ojo, 2022; Anam, 2023).
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Table 1: Performance Appraisal Tools in the Nigerian Public Service

This table clearly captures the tools, their intended purpose, benefits, and limitations, 

providing a concise overview suitable for publication.

Empirical Literature Review

Structure and Implementation of  Performance Management and Appraisal Systems

Empirical research on performance management in the Nigerian public service underscores 

the significance of  structural arrangements and the practical difficulties in translating policy 

into action. Esu and Inyang (2009) argue that performance management systems are critical 

tools for addressing inefficiencies in public sector organisations, as they can align individual 

goals with institutional objectives, improve the execution of  governmental programmes, and 

enhance organisational accountability.

In Nigeria, formal appraisal instruments such as the Annual Performance Evaluation Report 

(APER) and the Open Performance Review and Appraisal System (OPRAS) dominate the 

civil service landscape. APER, widely used across federal agencies, has been criticised for 

being subjective, overly qualitative, and ritualistic, often conducted as a procedural formality 

rather than a performance-enhancing tool. Such shortcomings limit its credibility and 

capacity to drive service improvements (Okotoni & Musa, 2005; Anam, 2022). OPRAS, in 

contrast, incorporates participatory features, including agreed performance targets, self-

assessment, and mid-year reviews, aiming to foster transparency and accountability. Despite 

its potential, research shows that OPRAS adoption remains fragmented and weakly 

institutionalised, with varying degrees of  implementation across ministries, departments, and 

agencies (Anam, 2023; Eneanya, 2018). These findings highlight a persistent implementation 

gap, where the existence of  appraisal frameworks does not guarantee their effective use in 

driving performance.

Appraisal Tool  Purpose  Strengths  Limitations  

Annual Performance 

Evaluation Report 

(APER)

 

Assess employee performance 

on general attributes 

(punctuality, diligence, loyalty, 

communication)

 

Provides a formal record of  

staff  performance; widely 

known and used

 

Highly subjective; largely 

qualitative; often treated as 

procedural formality; limited 

developmental impact

 
Open Performance 

Review and Appraisal 

System (OPRAS)

 

Set clear performance targets, 

track progress, and engage 

employees in self-assessment

 

More participatory and 

results-oriented; includes 

mid-year review and 

feedback; enhances 

accountability

 

Adoption fragmented across 

MDAs; partial implementation 

reduces effectiveness; requires 

supervisory commitment

 Performance Contracts

 

Link individual and 

institutional targets to specific 

outputs and deliverables

 

Encourages results-based 

accountability; motivates 

staff  toward measurable 

outcomes

 

Monitoring and enforcement 

often weak; limited integration 

into broader personnel 

management; political 

influence may distort outcomes

 

Integrated Personnel 

and Payroll 

Information System 

(IPPIS)

 

Track personnel records and 

link remuneration to verified 

service delivery

 

Reduces ghost workers; 

enhances administrative 

efficiency; provides reliable 

payroll data

 

Not fully utilised for 

performance evaluation; lacks 

integration with appraisal 

feedback and development; 

mainly administrative function
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1. 	 Annual Performance Evaluation Report (APER)

Objective

The APER is designed to assess the performance of  civil servants annually, ensuring 

accountability and providing a basis for personnel records. Its key objectives include:

1. Evaluating employee performance against job descriptions and responsibilities.

2. Identifying areas of  strength and weakness for professional development.

3. Informing decisions regarding promotion, salary increments, and disciplinary 

actions.

4. Maintaining a historical record of  staff  performance for administrative purposes.

Structure

The APER typically follows a standardised form issued by the Federal Civil Service 

Commission and includes:

1. Personal information: Employee name, grade level, and designation.

2. Job description and duties: Key tasks expected of  the employee.

3. Performance rating: Usually a numerical or qualitative score (e.g., Outstanding, Very 

Good, Good, Fair, Poor).

4. Comments by supervisor: Qualitative assessment of  performance.

5. Overall recommendation: For promotion, training, or disciplinary action.

Critique

1. Strengths: Provides a historical record of  employee performance and contributes 

formal HR documentation.

2. Limitations: Highly subjective, often conducted as a ritual rather than a 

developmental tool; limited feedback and participatory elements; rarely linked to 

training or performance improvement initiatives.

2. 	 Open Performance Review and Appraisal System (OPRAS)

Objective

OPRAS was introduced to modernise performance management in the Nigerian public 

service by linking individual performance more explicitly to organisational objectives. Its 

objectives include:

1. Encouraging participatory performance planning between supervisors and 

employees.

2. Enhancing accountability and transparency in evaluating staff  contributions.

3. Establishing clear performance targets and key performance indicators (KPIs) for 

measurable outcomes.

4. Facilitating feedback, continuous monitoring, and capacity development for staff.

Structure

OPRAS is more structured and participatory compared to APER:

1. Planning Phase: Employees and supervisors jointly define performance objectives, 

KPIs, and expected outcomes.

2. Monitoring Phase: Regular check-ins to track progress against objectives.
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3. Mid-Year Review: Assessment of  performance to adjust targets and provide feedback.

4. Final Appraisal: Summative evaluation of  performance against agreed objectives, 

including self-assessment, supervisor assessment, and sometimes peer review.

5. Development Plan: Recommendations for training, mentoring, or promotion based 

on appraisal results.

Critique

1. Strengths: More transparent, participatory, and results-oriented; provides structured 

performance feedback; encourages alignment with organisational goals.

2. Limitations: Limited institutionalisation across all federal MDAs; requires strong 

supervisory capacity and digital support; adoption is uneven and sometimes resisted 

due to bureaucratic culture.

Table 2: Comparison of  APER vs OPRAS

While APER remains the traditional and widely used appraisal tool, it suffers from 

subjectivity, ritualistic application, and weak developmental impact. OPRAS, on the other 

hand, represents a modern, participatory, and results-oriented approach, though its 

implementation is fragmented and dependent on supervisory capacity and institutional 

commitment. Both systems play critical roles in performance management, but OPRAS has 

greater potential to drive accountability, policy effectiveness, and public sector reform if  

properly institutionalised and supported.

Effectiveness of  Performance Management Systems in Enhancing Policy Implementation and 

Service Delivery

Empirical studies indicate that well-structured performance management systems positively 

influence staff  productivity, accountability, and organisational outcomes, particularly when 

appraisal results are linked to feedback, training, and rewards. Ijewereme (2023) observed that 

components of  performance management such as continuous training, feedback 

mechanisms, and goal monitoring significantly enhance employee performance in Nigeria's 

Feature  APER  OPRAS  

Objective
 

Record annual employee 

performance for HR decisions
 

Link individual performance to 

organisational goals; enhance 

accountability
 

Participation

 

Supervisor-driven; minimal 

employee involvement

 

Collaborative planning and review; self-

assessment included

 Performance Metrics

 

General qualitative ratings

 

KPIs, measurable targets, results-focused

 Feedback

 

Limited or absent

 

Continuous feedback; mid-year reviews 

included

 
Development Focus

 

Rarely used for training or 

promotions

 

Supports training, mentoring, promotion, 

and succession planning

 
Institutionalisation

 

Widely used across all federal 

agencies

 

Adoption limited; not fully 

institutionalised
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federal civil service agencies. However, the study noted that the full potential of  these systems 

is often undermined by weak linkages between appraisal outcomes and capacity 

development, limiting their impact on overall service delivery.

Research from state-level civil services further highlights contextual challenges. For instance, 

a study in Akwa Ibom State found that corruption, bureaucratic inertia, and ineffective 

incentive systems compromised the impartiality of  performance management, resulting in 

inefficiencies and reduced staff  motivation. Conversely, properly structured appraisals have 

been shown to identify individual strengths and weaknesses, enabling targeted professional 

development, improved decision-making, and enhanced organisational performance 

(Adewumi & Akinbode, 2020; Anam, 2022).

Empirical evidence consistently identifies both institutional and operational challenges that 

limit the functionality of  performance management in Nigeria. Eneanya (2018) reports that 

inconsistent policy reforms, lack of  clear performance indices, and minimal employee 

engagement undermine the institutionalisation of  performance management systems. Other 

recurring issues include subjectivity, political interference, and appraisal manipulation, 

particularly in hierarchical and patronage-driven organisational cultures. Inflated or biased 

ratings erode credibility and discourage merit-based decision-making (Esu & Inyang, 2009; 

Anam, 2022).

Furthermore, many appraisal systems remain manual, poorly linked to digital tracking, and 

disconnected from consequential decisions such as promotions, training, and capacity-

building programmes. As a result, performance evaluations are often perceived as routine 

formalities rather than strategic tools for organisational improvement. These operational 

limitations significantly compromise the role of  performance management in supporting 

policy implementation, accountability, and public sector reform (Ogunyemi & Ojo, 2022; 

Anam Bassey, 2023). The empirical literature demonstrates that while performance 

management and appraisal systems have the potential to enhance staff  efficiency, 

accountability, and service delivery, their effectiveness in the Nigerian public service is 

mediated by structural weaknesses, cultural barriers, and policy implementation gaps. Key 

lessons for reform include the need for institutional capacity building, digitisation of  appraisal 

processes, participatory approaches, and alignment of  performance outcomes with rewards 

and career development.

Table 3 is comprehensive summary of  empirical studies on performance management and 

appraisal in the Nigerian public service, highlighting findings, challenges, and policy 

implications. 
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Table 3: Comprehensive Summary of  Empirical Studies on Performance Management and 

Appraisal in the Nigerian Public Service: Findings, Challenges, and Policy Implications

Challenges Hindering Effective Performance Appraisal in the Public Sector

Empirical studies consistently identify a range of  institutional, operational, and cultural 

challenges that undermine the effectiveness of  performance management and appraisal 

systems in the Nigerian public service. These challenges can be examined under four key sub-

themes:

1. 	 Inconsistent Policy Reforms and Weak Institutionalisation: Inconsistent policy 

reforms and fragmented implementation undermine the institutionalisation of  performance 

Author(s) / 

Year
 

Study Focus / 

Context
 

Key Findings  Challenges Identified  
Implications for Policy 

& Public Sector Reform
 

Esu & Inyang 

(2009)

 

Performance 

management in 

Nigerian public 

service

 

PMS aligns individual 

goals with institutional 

objectives and improves 

execution of  government 

programmes

 

Limited 

operationalisation, 

inconsistent institutional 

support

 

Strengthen institutional 

frameworks; ensure clear 

roles and responsibilities 

for PMS implementation

 
Okotoni & 

Musa (2005)

 

Use of  APER in 

federal civil service

 

APER widely used but 

largely subjective and 

ritualistic

 

Subjectivity, lack of  

feedback, low 

developmental impact

 

Introduce objective 

appraisal metrics; link 

appraisal to training and 

career development

 
Eneanya (2018)

 

Adoption of  

performance 

appraisal systems in 

Nigeria

 

Inconsistent reforms and 

weak employee 

engagement reduce PMS 

effectiveness

 

Absence of  clear 

performance indices; 

minimal stakeholder 

involvement

 

Institutionalise 

participatory appraisal 

processes; clarify 

performance indicators

 

Ijewereme 

(2023)

 

Effect of  

performance 

management 

components on staff  

productivity

 

Training, feedback, and 

monitoring significantly 

improve employee 

performance

 

Weak linkage between 

appraisal outcomes and 

capacity development

 

Align appraisal outcomes 

with promotions, 

training, and reward 

systems; enhance 

monitoring

 

Adewumi & 

Akinbode 

(2020)

 

State-level civil 

service performance 

appraisal

 

Properly structured 

appraisals improve 

organisational 

performance and 

decision-making

 

Lack of  incentives, 

feedback systems, 

bureaucratic inertia

 

Implement incentive-

based performance 

systems; build a culture 

of  accountability

 

Anam (2022)

 

Performance 

appraisal tools in 

Nigerian civil 

service

 

APER and OPRAS 

widely used; OPRAS 

more participatory but 

weakly institutionalised

 

Fragmented adoption, 

weak institutionalisation, 

manual systems

 

Expand OPRAS 

adoption; integrate 

digital systems; ensure 

periodic review and 

training

 

Ogunyemi & 

Ojo (2022)

 

Digitalisation and 

appraisal 

effectiveness

 

Digital tracking improves 

transparency and 

accountability

 

Limited digital capacity, 

resistance to change

 

Invest in digital PMS 

tools; train staff; 

encourage culture change

 

Esu & Inyang 

(2015)

 

Link between 

performance 

appraisal and public 

service reform

 

PMS can enhance service 

delivery, accountability, 

and policy 

implementation

 

Political interference, 

patronage, inflated ratings

 

Promote merit-based 

appraisals; reduce 

political influence in 

PMS
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appraisal systems. Eneanya (2018) highlights that frequent changes in guidelines, lack of  

standardised performance indices, and weak enforcement mechanisms reduce the capacity of  

appraisal systems to produce meaningful results. When appraisal frameworks are not 

embedded within institutional processes, their potential to influence service delivery and 

organisational performance is compromised.

2. 	 Subjectivity and Political Interference: A major barrier to credible appraisal is the 

prevalence of  subjectivity and political interference. Empirical evidence indicates that 

performance ratings are often influenced by hierarchical culture, personal favouritism, and 

patronage networks, rather than objective assessment of  employee output (Okotoni & Musa, 

2005). Inflated or manipulated ratings erode trust in the system, discourage merit-based 

decisions, and demotivate staff.

3. 	 Operational and Technical Limitations: Many public sector appraisal systems 

remain manual and paper-based, limiting their efficiency and transparency. The absence of  

digital performance tracking tools restricts timely feedback, monitoring, and evaluation. 

Additionally, appraisal outcomes are rarely linked to consequential decisions such as 

promotions, training, or capacity development, rendering the exercise procedural rather than 

developmental (Ogunyemi & Ojo, 2022).

4. 	 Cultural and Organisational Barriers: Hierarchical organisational culture and 

resistance to change further impede effective appraisal. Civil servants often perceive 

evaluations as bureaucratic formalities with limited personal or organisational benefit. Low 

employee engagement, coupled with weak leadership commitment to enforcing performance 

standards, reduces the capacity of  appraisal systems to foster accountability, innovation, and 

service excellence.

 

These challenges collectively weaken the credibility, relevance, and impact of  performance 

management in the Nigerian public service. Addressing them requires clear policy guidelines, 

digital integration, participatory appraisal approaches, merit-based reward systems, and 

strong leadership commitment to institutionalise a result-oriented performance culture.
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Table 4: Challenges of  Performance Appraisal and their effects on Policy Implementation 

and Public Sector Reform

This table clearly links each challenge to practical consequences for both policy 

implementation and broader public sector reform, making it easier for readers to grasp the 

systemic issues.

Policy Implications: Performance Management and Public Sector Reform

Empirical studies emphasise that performance management systems are crucial instruments 

for public sector reform. When effectively implemented, these systems clarify organisational 

objectives, translate institutional goals into individual employee performance targets, and 

establish frameworks for accountability, monitoring, and service delivery improvement. By 

linking individual performance to organisational outcomes, performance management 

provides a mechanism for aligning public servants' activities with national development 

priorities, thereby improving efficiency and transparency in service delivery (Aguinis, 2019; 

Eneanya, 2018).

Sustained performance management reforms encourage government agencies to focus on 

results rather than procedural compliance. Eneanya (2018) argues that such reforms can shift 

the civil service culture from ritualistic adherence to rules toward outcomes-based 

accountability, which is critical for achieving performance-based budgeting and promoting 

citizen-centred governance. Similarly, empirical evidence suggests that systematic appraisal 

processes enhance institutional learning by identifying gaps in capacity, informing training 

needs, and guiding managerial decision-making.

Challenges  Description  
Effect on Policy 

Implementation  

Effect on Public Sector 

Reform  

Inconsistent Policy 

Reforms & Weak 

Institutionalisation

 

Frequent changes in 

appraisal guidelines, lack 

of  standardised indices, 

and poor embedding in 

institutional processes

 

Policies are not effectively 

translated into measurable 

outcomes; implementation 

gaps widen

 

Hinders sustained reform; 

appraisal loses credibility 

as a management tool

 

Subjectivity & Political 

Interference

 

Ratings influenced by 

patronage, favouritism, 

and hierarchical culture

 

Employee outputs are 

inaccurately assessed; policy 

objectives are misaligned with 

performance outcomes

 

Reduces meritocracy and 

accountability; 

demotivates staff  and 

weakens reform efforts

 
Operational & Technical 

Limitations

 

Manual, paper-based 

systems; weak digital 

tracking; appraisal results 

not linked to promotion or 

training

 

Delays in monitoring and 

evaluation; poor evidence for 

decision-making

 

Limits institutional 

learning and capacity 

development; reduces 

reform efficiency

 

Cultural & Organisational 

Barriers

 

Hierarchical culture, 

resistance to change, low 

staff  engagement

 

Performance data ignored; 

employees disengaged from 

policy goals

 

Impedes results-oriented 

culture; slows institutional 

transformation and public 

service modernisation
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In the Nigerian context, the integration of  digital tools, such as the Integrated Personnel and 

Payroll Information System (IPPIS), and structured appraisal mechanisms provide pathways 

for modernising public sector performance regimes. These innovations have the potential to 

improve transparency, reduce bureaucratic inefficiencies, and facilitate data-driven decision-

making (OHCSF, 2020). However, the empirical literature consistently highlights that the 

effectiveness of  performance management systems is constrained by institutional 

weaknesses, cultural barriers, and policy implementation gaps. Issues such as hierarchical 

organisational culture, politicisation, lack of  staff  engagement, and limited capacity 

undermine the ability of  performance appraisals to influence policy outcomes or drive 

meaningful reform (Ogunyemi & Ojo, 2022; Okotoni & Musa, 2005).

To maximise the reform potential of  performance management, policy interventions should 

focus on:

1. Building institutional capacities, including training managers and staff  on results-

oriented management and modern appraisal techniques.

2. Strengthening accountability mechanisms, ensuring that appraisal results are used to 

inform promotions, rewards, and strategic decisions.

3. Incentivising performance outcomes, linking rewards and recognition directly to 

measurable outputs.

4. Promoting participatory and transparent appraisal processes, which engage 

employees in target-setting, self-assessment, and feedback.

Empirical findings underscore that performance management systems can serve as catalysts 

for institutional reform, enhancing policy implementation, promoting transparency, and 

fostering a culture of  accountability. However, their transformative potential depends on 

addressing structural, cultural, and operational bottlenecks within the Nigerian public 

service.
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Conceptual model showing how performance management and appraisal systems interact 

with challenges to influence public sector reform outcomes. 

Figure 2: Conceptual Model of  Performance Management, Appraisal Systems, Challenges, 

and Public Sector Reform Outcomes

 ┌─────────────────────┐

 │ Performance Management & Appraisal Systems 

 │ (Policy design, APER, OPRAS) 

 └─────────────┬───────┘

 │

 │ Implementation Effectiveness

 ▼

 ┌─────────────────────┐

 │ Mediating Challenges 

 │ ───────────────────────── 

 │  Institutional Weaknesses 

 │  Political Interference 

 │  Cultural & Organisational Barriers 

 │  Technical/Operational Limitations 

 └───────┬─────────────┘

 │

 │ Moderates the impact

 ▼

 ┌─────────────────────┐

 │ Public Sector Reform Outcomes 

 │ ───────────────────────── 

 │  Improved Service Delivery 

 │  Accountability & Transparency 

 │  Staff  Motivation & Meritocracy 

 │  Efficient Policy Implementation 

 │  Institutional Learning & Capacity 

 └─────────────────────┘

Explanation of the Model

1. Performance Management & Appraisal Systems (Independent Variable)

a) Includes policy frameworks, appraisal tools (APER, OPRAS), target setting, 

monitoring, and feedback mechanisms.

b) These are designed to guide employee performance and align it with 

organisational objectives.

2. Mediating Challenges

a) Structural, institutional, cultural, and technical challenges act as moderators, 

influencing how effectively performance management translates into reform 

outcomes.

b) Examples: political interference, hierarchical culture, manual processes, lack 

of  staff  engagement.
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3. Public Sector Reform Outcomes (Dependent Variable)

The desired effects of  effective performance management, including improved service 

delivery, enhanced accountability, merit-based staff  development, and strengthened 

institutional capacity.

 

Implications for Policy Effectiveness and Public Sector Reform

Performance management and appraisal systems in the Nigerian public service have direct 

and significant implications for both policy effectiveness and public sector reform. Empirical 

evidence shows that well-structured systems, such as OPRAS, enhance transparency, 

accountability, and results-oriented service delivery by aligning individual objectives with 

organisational goals. Effective implementation creates mechanisms for monitoring, 

evaluating, and rewarding employee performance, thereby promoting organisational 

efficiency and supporting the achievement of  policy objectives (Ijewereme, 2023; Anam 

Bassey, 2022).

However, challenges such as bureaucratic inertia, political interference, weak institutional 

capacity, lack of  digital integration, and limited employee participation weaken the credibility 

and functionality of  appraisal systems (Eneanya, 2018; Okotoni & Musa, 2005). These 

limitations reduce motivation, impede capacity development, and constrain effective policy 

implementation, leading to inefficiencies, service delivery gaps, and weakened public trust.

The implications for policy effectiveness include:

1. Linking appraisal outcomes to training and professional development to enhance 

employee capacity and improve policy execution.

2. Integrating performance management with institutional reforms to ensure merit-

based promotions, structured incentives, and digitalised appraisal systems.

3. Promoting participatory and transparent appraisal processes to reduce bias, increase 

accountability, and strengthen organisational culture.

For public sector reform, these systems provide a foundation for modernising bureaucratic 

practices, fostering evidence-based decision-making, and institutionalising a performance-

oriented culture, all of  which are essential for achieving citizen-centred governance and 

sustainable socio-economic development.

Conclusion

Performance management and appraisal systems are essential for enhancing efficiency, 

accountability, and professionalism within the Nigerian public service. As the primary 

machinery for policy implementation, the effectiveness of  government ministries, 

departments, and agencies (MDAs) depends on the capacity of  personnel and the systems 

used to monitor and improve performance. Structured appraisal systems, such as the Annual 

Performance Evaluation Report (APER) and the Open Performance Review and Appraisal 

System (OPRAS), alongside digital platforms like IPPIS, provide mechanisms for setting 

expectations, evaluating achievements, and guiding staff  development.
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However, this study demonstrates that systemic and operational challenges, subjectivity, weak 

feedback mechanisms, limited training, and inadequate linkage between appraisal outcomes 

and incentives, undermine the impact of  these systems. Bridging the gap between policy 

design and practice requires technological innovation, institutional commitment, cultural 

transformation, and sustained capacity building. When effectively implemented, 

performance management becomes a strategic tool for public sector reform, fostering a 

results-oriented, citizen-responsive, and accountable civil service, and contributing to 

sustainable national development.

Recommendations

Based on the findings of  this study, the following recommendations are proposed to enhance 

the effectiveness of  performance management and appraisal systems in the Nigerian public 

service:

1. Digitisation of  Appraisal Processes: Introduce comprehensive digital platforms for 

real-time monitoring, tracking, and reporting of  staff  performance to reduce 

subjectivity and enhance transparency.

2. Strengthen Institutional Commitment: Ensure sustained leadership support, cross-

agency coordination, and alignment of  performance management systems with 

national development priorities.

3. Capacity Building and Training: Regularly train supervisors and staff  on appraisal 

procedures, objective performance measurement, and results-oriented management 

to foster competence and confidence in the system.

4. Enhance Feedback and Incentive Mechanisms: Link appraisal outcomes to tangible 

rewards, promotions, and professional development opportunities, while instituting 

corrective measures for poor performance.

5. Foster a Performance-Oriented Culture: Promote meritocracy, accountability, and 

participatory engagement within public institutions to shift from compliance-driven 

practices to a results-focused civil service.

These interventions collectively aim to strengthen policy implementation, improve service 

delivery, and support sustainable public sector reform in Nigeria.
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