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Abstract 

 Performance management is vital to align employee contributions with 

organizational goals. Traditional annual appraisals, though structured and linked to 

rewards, are backward-looking, involve delayed feedback, and are often 

demotivating, offering limited employee development. In contrast, continuous 

feedback systems provide real-time guidance, higher engagement, stronger 

relationships, and foster a culture of growth, supported by technology and suited for 

agile, modern workplaces. While continuous feedback demands greater managerial 

involvement and balanced delivery, it represents a cultural shift toward agility, 

transparency, and sustained employee development. 
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I.INTRODUCTION 

 Performance management integrates employee output with revenue, which 

is why it’s considered the foundation of organizational success. Silos of undirected 

work serve no one in competitive markets. An effective performance management 

system: 

o Ensures Employees Understand and Work Towards the Set Organizational 

Objectives  

o It is imperative that even the most junior employees grasp their contribution 

towards the overarching vision and mission of the company. 

o For instance, the targets set for a sales executive for the quarter must tie into 

the larger revenue growth objectives of the company. 

• Encourages Employees to Achieve 

o Continuous feedback and positive reinforcement make employees 

feel appreciated.  

o Motivation is not only financial (bonuses and promotions) or 

psychological (appreciation, opportunities for growth and added 

responsibilities). 

• Assists in Career Progression 

o Performance management discloses areas of strength and other 

areas of weakness that require significant attention.  

o Thereafter, organizations can offer relevant training, mentoring, or 

reskilling that aligns with the individual’s career path. 

 Once called annual performance reviews or year-end evaluations, annual 

appraisals are the most traditional methods of performance management, completed 

by organizations for their employees once every financial year. Alongside being the 

most traditional form of evaluation, they are the most traditional form of rewarding 

employees.  

 Annual appraisals aim to evaluate an employee’s ability to meet individual 

targets, goals, and establish competencies as per the set organizational framework 

within a span of 12 months. Their evaluation serves as the basis for decisions 

regarding pay raises, promotions, and bonuses, and in some cases, the continuation 

of employment. 

 

Key Features of Annual Appraisal  

• Backward-looking 

o A major focus of the annual appraisal is the work the employee has 

completed during the year. 

o There is an analysis of achievements and mistakes in the course of 

work and overall performance, and where the employee could have 

done better. 
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o For instance, if a marketing executive had a great year in terms of 

the campaigns he executed, that is the parameter he is judged on. If 

he learned any new skills they are not considered in his appraisal. 

• Manager-driven 

o In this case, the manager or supervisor conducts and completes the 

rating.  

o In certain companies, employees complete a self-assessment form, 

yet their overall participation is minimal. 

o If employees believe they are being misjudged or unfairly evaluated, 

this one-sided approach can cultivate feelings of dissatisfaction and 

a power imbalance. 

• Outcome focused 

o Annual appraisals usually focus on results rather than behaviour or 

effort. 

o For instance, a sales employee might be judged just by the number 

of deals they closed and not by the client relationships they 

nurtured or team members they helped. 

o Viewing outcomes in isolation can be disheartening to employees 

who put in considerable effort in areas that aren’t directly 

measured. 

• Formal and documented 

o An annual appraisal for every employee is a well-defined formal 

procedure.  

o Corporations have a specific set of tools, such as appraisal forms, 

rating scales (such as 1 to 5 or excellent to poor), and official 

records. 

o The results are kept in HR databases and are in many cases directly 

tied with salary, increments, or promotions. 

o This documentation is maintained for future reference, based on 

which a person’s performance can be reviewed in cases of conflicts, 

promotions, or transfers. 

• Linked to Rewards and Punishments 

o Employees tend to see appraisal meetings as high-stakes encounters 

since the discussions during appraisals directly influence their pay 

raises, bonuses, or promotions. Conversely, the downside of an 

unsatisfactory appraisal might be the absence of growth 

opportunities, a decline in motivation, or in the worst situations, 

being let go. 
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• Standardized Across the Organization 

o A large number of organizations follow a uniform appraisal cycle 

(for example, every March or December) to maintain fairness. It 

facilitates evaluating all employees under the same timeline, which 

simplifies HR planning. On the other hand, regulative structures 

sometimes overlook individual growth trajectories or adaptations 

to job responsibilities during the year. 

 

Traditional Approach: Annual Performance Reviews   

In the past, performance management was based on the annual review, which was 

the only formal evaluation of an employee’s work. It involved:  

• Evaluating the extent to which goals were met  

• Rating performance (e.g., outstanding, satisfactory, needs improvement)  

• Making decisions on rewards such as promotions or pay raises  

Although this system ensured structure and responsibility, it, too, had significant 

disadvantages:  

• Feedback arrived too late to benefit the employee in any meaningful way 

during the year  

• Employees felt judged and scrutinized rather than supported, which created 

stress 

• The company appraisal system, being dominated by managers, gave 

employees little or no opportunity to share their side 

The Shift: Continuous Feedback Systems Workplace organizations transition to 

continuous feedback systems because modern workforce requirements from 

Millennials and Gen Z generations combine with agile business needs. Managers 

deliver immediate feedback that replaces the traditional 12-month review period. 

Developmental feedback targets future improvement instead of passing judgment 

about current performance. The establishment of trust between managers and 

employees happens through periodic performance discussions combined with 

coaching meetings. Performance monitoring software together with feedback 

applications enable smooth operations especially when organizations work in remote 

or hybrid environments. 

 

Why This Shift is Important? 

 The transition from annual performance appraisals to continuous 

feedback is not just a procedural change—it represents a cultural transformation 

in how organizations view performance, employee development, and workplace 

relationships. Several key factors make this shift necessary in today’s work 

environment: 
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1. Workforce Expectations 

 The environment of instant communication (social media, instant 

messaging, real-time updates) that Modern employees especially Millennials and Gen 

Z experienced throughout their lives has shaped their expectations for immediate 

workplace feedback. The expectation of quick feedback spans across work 

environments for these modern employees. A twelve-month delay in performance 

feedback remains an outdated practice that fails to support employees. The 

workforce needs regular clear feedback that helps them determine their performance 

direction. 

 A software developer needs weekly meetings about code quality 

development instead of receiving annual feedback that programming methods need 

improvement. Continuous feedback systems fulfil this requirement through instant 

guidance combined with recognition and coaching services. 

• Business Agility 

 Industries such as technology, pharma, digital marketing, and 

finance experience multiple annual changes in business objectives because 

of rapid market transformations. The process of annual appraisals 

demonstrates inflexibility since it assesses employees according to initial 

goals which might become obsolete during the year. Through constant 

feedback processes managers together with their teams gain the ability to 

adjust their objectives often. The marketing team needs immediate feedback 

about strategy adjustments when market conditions shift because annual 

product promotion goals become irrelevant to the current situation. 

Continuous feedback mechanisms help employees maintain their focus on 

the organization's present-day priorities. 

• Retention and Engagement 

 Studies confirm that workers become more engaged alongside 

motivation boosts when they obtain regular recognition paired with 

constructive feedback. 

 Annual appraisals establish an environment that produces anxiety 

and dissatisfaction because workers face evaluation just once per year. 

Employees who receive ongoing feedback experience appreciation which 

makes them feel appreciated. The organization benefits from employee 

loyalty and increased productivity and reduced turnover rates when 

employees become engaged. A customer service worker who receives 

instant recognition for dealing with difficult clients becomes more 

motivated to perform well instead of waiting for annual review recognition. 
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• Culture of Growth 

 Annual appraisals establish judgment through ratings and scores 

and rankings which creates fear together with competition and resistance to 

change. Regular feedback systems help employees develop a growth 

mindset because it encourages learning without performance anxiety. 

Employees receive guidance as trainees who train instead of being evaluated 

once per year like students. Such a system establishes a workplace 

environment that places coaching together with mentoring and skill 

development as its main focus. Monthly coaching sessions help public 

speaking skills improve faster than hearing about it at year-end. 

• Technology and Remote Work  

 Organizations depend on digital performance tracking systems 

because remote work and hybrid models have become increasingly popular. 

Continuous feedback systems connect smoothly with applications and 

dashboard interfaces which enable managers to provide immediate feedback 

thus enhancing the process for modern virtual work environments. 

 

Process of Performance Appraisal 

 

 
Fig no.1 process of performance appraisal 

 

• Establishing Performance Standards 

 During the initial phase of the performance review period 

employers establish definite expectations for their workforce members. The 

objectives consist of key performance indicators (KPIs) as well as required 
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competencies and targets. The performance standards   need to contain 

clear definitions which can be measured and attained within set timeframes 

and must align with organizational   goals and be realistic. A sales manager 

would establish a target to increase revenue by 20% over   6 months as an 

example. 

• Communicating Expectations 

 Standards need to be properly conveyed to staff members after 

their definition process. The workforce requires clear understanding about 

their responsibilities along with the criteria which determine their 

evaluation. The open exchange of information between employees and   

management enables goal alignment with organizational targets while 

preventing unexpected results during annual assessments. 

• Measuring Actual Performance 

 During the evaluation period managers accumulate data about their 

staff members'    performance levels. The evaluation techniques consist of 

direct observation together with both performance records and client 

responses and monitoring systems. Performance evaluation requires factual 

measurement which must avoid subjective assessments from individuals. 

Example: Using sales reports, attendance records, or project completion 

status. 

• Comparing Actual Performance with Standards 

 The measured performance is compared with the predetermined 

standards. The process of evaluation determines whether workers attain 

performance expectations or go beyond or underperform against them. The 

evaluation process identifies performance gaps before analysing the 

underlying causes such as resource shortages or training deficits or 

insufficient employee engagement. 

• Providing Feedback and Conducting Appraisal Interview 

 The manager holds an official performance evaluation session with 

the employee. 

 Feedback needs to be: Constructive – focus on improvement, not 

just criticism. Two-way – employees should share their challenges and 

perspectives. 

 Balanced – highlighting both strengths and weaknesses. The 

manager demonstrates balanced feedback by recognizing teamwork 

accomplishments and recommending time management training. 
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• Decision-Making (Rewards, Training, Promotions) 

Based on the appraisal, decisions are made regarding: 

1. Compensation (salary hikes, bonuses). 

2. Promotions or role changes. 

3. Training and development programs for skill gaps. 

4. Disciplinary actions, if necessary. 

• Documentation 

 The appraisal results are documented in the HR system for future 

reference. This serves as a record for career progression, grievances, or 

succession planning. 

• Follow-up and Continuous Monitoring 

 The appraisal process does not end with the meeting. Managers 

should follow up with employees to check progress on agreed development 

plans. Continuous monitoring helps employees stay on track and prepares 

them for the next appraisal cycle. 

 

ADVANTAGES OF ANNUAL APPRAISALS 

• Formal Structure – Provides Official Documentation of Performance 

 It provides Official Documentation of Performance Annual 

performance appraisals establish a solid and consistent system to assess 

workforce achievements. The assessment system uses defined evaluation 

tools such as forms combined with rating systems and written assessments 

that measure employee performance according to identical benchmarks. 

The organization maintains fairness throughout its structure by employing 

a formal assessment framework that reduces confusion. Human resources 

departments can utilize appraisal documentation to  protect their promotion 

selections and handle employee complaints. 

• Benchmarking – Helps Compare Employees Across Departments 

 Annual performance assessments enable organizations to 

evaluate how different teams and roles perform relative to each other 

and across their departments. The simultaneous evaluation of all 

employees during this process makes it easier to distinguish between 

high-performing individuals and average workers and those who need 

improvement. Benchmarking functions as a decision-making tool 

which helps organizations determine when they should develop new 

leaders and establish succession planning strategies. The promotion 

selection process relies on appraisal records which function as 

standardized performance measurement tools. 
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• Salary & Promotion Link – Directly Tied to Rewards 

 Annual performance reviews serve as direct connections to salary 

raises and bonuses alongside promotion opportunities which makes these 

evaluations highly important for all workers. The direct relationship 

between performance outcomes and rewards functions as a powerful 

motivational tool that pushes employees to achieve better results 

throughout the entire year. During the evaluation cycle an overperforming 

sales executive will receive either a promotion or monetary bonus as part of 

their appraisal. The organization maintains reward distribution based on 

documented achievements rather than relying on personal opinions. 

• Manager Accountability – Ensures Managers Evaluate atleast Once 

a Year 

 Managers who are preoccupied with daily tasks still must conduct 

annual performance evaluations for every staff member through the 

appraisal system. The performance evaluation process makes sure that all 

staff members receive performance assessments because no one goes 

unnoticed. During the appraisal interview certain employees will find this 

session to be their sole official chance to communicate their 

accomplishments together with obstacles and professional development 

aspirations to their manager. This process establishes basic feedback 

requirements which lead to employee recognition. 

• Historical Record – Creates a Year-Long Performance Trail 

 Annual evaluations create formal documentation which tracks 

employee performance across multiple years. This documentation serves as 

a critical tool for monitoring career advancement and revealing extended 

performance patterns and talent management opportunities. The 

documented evaluations serve as evidence during HR or legal cases to 

establish whether an employee maintained consistently low or high-

performance levels. An employee's performance reviews over three years 

demonstrate steady growth which positions them well for promotion to 

leadership status. 

 

Limitations of Annual Appraisals 

• Delayed Feedback – Employees Wait Months to Hear About 

Mistakes 

 Annual appraisals create a major disadvantage because they create 

long intervals between performance assessments and feedback delivery. 

Staff members commit errors during the beginning of the year but they will 

receive feedback during the year-end evaluation. The feedback arrives too 

late for employees to make adjustments and achieve better results. The 
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feedback becomes less useful because employees receive it too late to make 

prompt adjustments. The project manager who mishandled resource 

allocation in January faces a December feedback delivery which allows the 

same error to persist throughout the entire year. 

• Demotivating – High Pressure, Sometimes Biased Ratings 

 Annual performance reviews transform into crucial moments 

because they determine staff members' pay raises alongside their career 

advancement opportunities and additional compensation. The evaluation 

process generates anxiety among employees who believe their work gets 

assessed through one assessment meeting instead of their entire body of 

work. Employee performance ratings often reflect personal preferences of 

supervisors who tend to boost their favoured team's scores while 

maintaining rigid standards for others. The combination of biased 

evaluation systems with unclear procedures leads employees to feel 

discouraged which in turn generates negative emotions and decreases 

workplace morale. 

• Focus on Past – Ignores Future Learning and Skill-Building 

 Annual performance assessments primarily reflect past work 

achievements by analysing employee successes and failures throughout the 

previous year. The process does not effectively address developmental 

targets nor skill advancement nor career advancement possibilities. The 

evaluation method creates a perception among employees that it functions 

primarily to assess their performance instead of providing developmental 

guidance. When employees receive leadership skill feedback without proper 

development strategies, they remain unable to enhance their abilities until 

the following evaluation period. 

 

Advantages of Continuous Feedback 

• Real-time improvement 

Employees can correct mistakes immediately instead of repeating them 

throughout the   year. This makes performance management more practical 

and effective. 

• Higher engagement 

Regular recognition keeps employees motivated and connected to their 

work. It creates a sense of appreciation and belonging in the organization. 

• Stronger relationships 

Continuous feedback builds open communication between managers and 

employees. Over time, this fosters trust and stronger professional 

relationships. 

 



Emperor International Journal of Management 

Mayas Publication  246 

 

Limitations of Continuous Feedback 

• Time-consuming – requires regular check-ins 

Continuous feedback requires frequent one-on-one meetings, check-ins, or 

reviews between managers and employees. This can be time-consuming, 

especially in large organizations, and may reduce the time available for other 

work tasks. 

• Manager dependency – needs managers trained in coaching 

For continuous feedback to work, managers must act as effective coaches 

and mentors, not just evaluators. If managers lack training in 

communication and coaching skills, the system may fail to deliver 

meaningful results. 

• Overload of feedback – too much feedback can overwhelm employees 

While feedback is important, too much of it can become overwhelming for 

employees. Constant criticism or even excessive praise may lead to 

confusion, stress, or loss of focus on priorities. 

 

II. CONCLUSION 

 The transition from annual appraisals to continuous feedback is not just a 

process change—it is a cultural transformation. Organizations now value agility, 

transparency, and employee development. Continuous feedback promotes 

motivation, engagement, and growth, making it the preferred approach for the 

modern workplace. 
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