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In this paper, we examined the employee Performance Appraisal System (PAS) of hospitals and gave 
a description of the role and significance of employees in the PAS covering 27% of the population 
of Hungarian state-run hospitals. In the research, we also examined the relationship between 
performance appraisal and employee engagement, as well as the practice of measuring employee 
satisfaction.  We created a scale called Employee participation in the employee performance 
appraisal scale. Based on our findings, we can state that the employee is an active participant in 
the Hungarian performance appraisal systems of hospitals, as they are involved in the appraisal 
and their views are taken into account.  It has been found that where employee satisfaction is 
measured, there is an opportunity for the employees to formulate reflections on their evaluations. 
Although not outstanding, the employee is considered a partner in the evaluation of his work. 

Keywords: performance appraisal systems; employee engagement; employee satisfaction meas-
urement; Hungarian; hospital

1. Introduction

Planning is an integral part of all management activities, thus strategic human 
resource management requires foresight to better meet organizational and individual 
needs. This kind of (novel) approach allows the organization to see its employees 
as strategic partners, using their knowledge as a competitive advantage in a market 
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environment (Kariithi & Ogutu 2016). For this reason, we consider employee en-
gagement to be an important factor in a successful organization, including hospitals.

Performance appraisals are regular reviews of employee performance within an 
organization (Patil & Dalvi 2019). Performance management (PM) ʻwill help you to 
create and sustain high levels of employee engagement, which leads to higher levels of 
performance’ (Gruman & Saks 2011, 133). We conducted a large, exploratory, descriptive 
study of Hungarian employee performance appraisal systems in Hungarian hospitals. 
In the research, we also examined the practice of measuring employee satisfaction. 
Accordingly, we also studied how employee satisfaction measurement is related to 
performance appraisal. The aim of this publication is to present the importance and 
role of the employee in Hungarian hospital performance appraisal systems: how active 
the employee is in the evaluation, how much the employee is considered as a partner.

To our knowledge, no such hospital research has so far been conducted in 
Hungary.

2. Theoretical framework

2.1. Performance appraisal

The harmony of institutional and individual goals is essential in the operation of a suc-
cessful institution and organization (Bakacsi 2015). Without performance appraisal, it is 
difficult to measure the achievement of institutional goals and an individual’s performance. 
Work can be evaluated in two ways: formally and informally (Bokor et al. 2009). In 
the world of work, informal evaluation (such as verbal praise) is part of organizational 
culture (Takács 2000). Formal evaluation can be an objective element of the employee’s 
career development and the assessment of any employee benefits and rewards, and can 
also clarify the expectations placed on the employee. On the employer’s part, it helps to 
maintain and increase performance, not only by identifying and improving the factors 
that hinder and complicate work, but also by motivating and developing employees 
(Boncz et al. 2011). The performance appraisal system (PAS) can therefore also be seen 
as an organized ʻcommunication channel’ provided to the employer and the employee 
(Karolinyné & Poór 2010, 290). Information gathered through this channel also helps 
the organization make efficient use of the limited resources.

2.2. Performance appraisal and employee engagement

It has been known since Herzberg that work achievement, performance, and its recogni-
tion act as motivating factors for the employee (Bakacsi 2015). While several definitions 
of commitment are known, we prefer the definition of Gyökér and Krajcsák (2009, 
59): ‘Commitment is most often an action form of satisfaction; innovative, creative, 
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value-creating behavior created as a result of internal motivation in order to achieve 
the organizational goal.’ Employee commitment and satisfaction are closely related, but 
they are not synonymous (Gyökér & Krajcsák 2009). In our interpretation, employee 
satisfaction is the foundation from which employee engagement develops. The key 
moment in this process is an essential element of performance appraisal. Hsieh (2016) 
also confirmed in his study that job performance and job satisfaction significantly 
influence each other. Assessment is not only a cognitive process because it also has 
a sociological and an organizational context (Jenkins 2005). Appraisal is typically 
influenced by an individualization process. Evaluation – as people’s work is considered 
and judged – must also be well-thought-out psychologically. The ‘Achilles heel’ of 
human capital management is PM (Gruman & Saks 2011, 123). Employee engagement is 
often seen as a key factor in an organization’s success and competitiveness. In relation 
to performance appraisals, the study by Hermel-Stănescu (2015) illustrates well 
the importance of aligning individual and institutional goals. The author states that a 
properly constructed and implemented PAS is a critical success factor for companies 
and organizations in the business world. PM is geared towards the future; in the 
direction of developments, not simply in an evaluation of the past. It is a continuous 
and evolutionary process through which performance improves over time. This is 
what the author calls ‘the performance management cycle’. The stages of this cycle 
are: performance and development planning, performance measurement, goals, and 
goal integration. An essential part of the process is the acceptance of performance 
evaluation by employees and its facilitation. Acceptance of appraisal is influenced 
by, among other things, the quality of the relationship between the evaluator and the 
evaluated; the opportunity to participate in the evaluation process (agreement on the 
performance to be achieved); perception of empowered employees, and perception 
of objectives (Kim 2014). If managerial decisions reward the work done with fair and 
equitable rewards as well as advancement, it increases employee engagement and 
loyalty to the organization (Salau et al. 2014). In the same spirit, should employees 
be sufficiently motivated towards necessary and appropriate training, work-related 
innovation will increase, thereby helping the organization gain a competitive advantage. 
In addition, employees agree that receiving regular feedback on their performance in 
the workplace can make an organization sustainable. This also helps them to identify 
their strengths and weaknesses (Salau et al. 2014). Hospital research by Bibi and 
Khan (2019) also supports that PA itself influences employee performance.

The issue of performance appraisal affecting employee motivation is also ad-
dressed in Jabeen (2011) in his study. He says inspiration can come not only from the 
outside (in the form of increased pay) but also from internal factors. Internal factors 
include gratitude, fulfillment, and accomplishment. Misiak (2010) acknowledges 
that performance appraisal is one of the most important tools for human resource 
management, but a poorly constructed and implemented PAS can be more harmful than 
useful. Ethical appraisal is fair and objective. Implementing this ethical assessment is 
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an extremely difficult task, but it is possible. Nure (2018) finds that the continuous and 
fair appraisal of employees is related to their motivation and further job performance.

The design and operation of a well-functioning PAS is a basic requirement. 
Determining aspects must be taken into account during design. These are: it is 
necessary to first define the performance itself; decide whether the evaluation should 
be based on a performance management goal; identify the different performance 
evaluation techniques to be used in the evaluation and select the participants in the 
evaluation. There may be many participants in the appraisal, but the primary actor 
is the evaluated boss, immediate superior, and workplace leader. Based on his/her 
task, he/she has the best opportunity to see the evaluated work, but he/she is also 
aware of the obligations assigned to the employee and the requirements placed on 
him/her (Bokor et al. 2009; Karolinyné & Poór 2010; Boncz et al. 2011). Because 
the employee’s active participation remains essential in a well-functioning PAS; 
employee engagement is the foundation not only of the way one works, but also of the 
evaluation of the work one does. For this reason, employee appraisal and self-appraisal 
should be an integral part of the evaluation process. One of the arguments in favor 
of self-appraisal is that the employee is closely aware of his/her motivation and has 
sufficient information about his/her own work (Bokor et al. 2009).

In their own empirical study of hospital workers, Sing and Vadivelu (2019) 
found that 85% of workers think PA is useful. It is also important that employees 
receive appropriate training or counselling after the assessment.

2.3. Hypotheses

Based on the theoretical background and literature review, we formulated three 
hypotheses:
• H1: The majority of hospitals measure employee satisfaction.
• H2: During the performance appraisal in hospitals, the employees have the 

opportunity to formulate reflections.
• H3: Where there is an employee satisfaction measurement, the employee also 

has the opportunity to formulate reflections.
Our further research questions are presented in the Methodology section.   

3. Research background

The present research has two antecedents. The first author, as an acting manager, 
performed a performance appraisal at the Central Physiotherapy Department of 
the Nagykőrös Rehabilitation Specialist Hospital. The performance evaluation 
was carried out on the instructions of the Directors-General. The results of the 
performance evaluation were presented (Sárga 2016). This was followed by an 



EJMH 16:2, December 2021

N. Z. SÁRGA & R. KÁSA214

exploratory study in the hospitals located in the Hungarian Dél-Alföld Region. 
The focus of the research was to learn about and present different performance 
appraisal practices. The results of this research have also been published (Sárga 
2017). The valuable experience gained during the research has been incorporated 
into the current study.

4. Methodology

We examined Hungarian, state-run hospitals, assuming that they perform employee 
performance appraisals and that appraisal can be analyzed. We also examined the 
extent to which the employee appears in the development and operation of PAS and 
how integral the employee is to the evaluation process. We were curious about the 
prevalence of employee satisfaction measurement in Hungarian hospitals. We also 
examined the relationship between PAS and employee satisfaction measurement. At 
the time of the study, no mandatory and uniform performance evaluation existed in 
Hungarian hospitals. It was the management’s own decision whether their institution 
had a performance appraisal and, if so, what features worked in it.   

We performed data collection using a questionnaire method. In compiling the 
questionnaire, we took into account the literature and available professional ma-
terials. We also crafted it for the study of the already-mentioned Dél-Alföldi Region. 
The questionnaire was sent to the directors general of the state-run hospitals on a 
paper basis. During the study period, we identified 114 hospitals that we wanted to 
include in the research. The response was voluntary and anonymous. The completed 
questionnaires were intentionally returned to the research participants and not to 
the maintainer. The survey was conducted in August and September 2018. Our 
research questions and aspects can be found in Table 1. 

Table 1
Research questions

1. Did the evaluated person participate in the development of the performance appraisal system?

2. Does the evaluated person participate in the updating and review of the performance appraisal system?

3. Is there an employee satisfaction measurement in the hospital?

4. If so, how often?

5. Does the evaluated person participate in your performance appraisal system?

6. Does the evaluated employee receive feedback on the performance appraisal?

7. Does the employee have the opportunity to formulate reflections on his or her appraisal?
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For the questions distribution in the development of the PAS, review of the PAS, 
feedback, and reflections, multiple choices were offered; in the question employee 
satisfaction measurement, there were 4 (ordinal scale), in the question frequency 
of employee satisfaction measurement: six options; and a 4-point Likert scale was 
used to rate question participants in the appraisal.

Based on previous managerial and research experience, in order to get a more 
nuanced picture of employee participation in PAS, we weighted the variables with 
the exception of question 4, which asks about the frequency of employee satisfaction 
measurement. The variables and the weights assigned to them are shown in Table 2. 
The focus of our research has been active employee participation, and we believe that 
performance appraisal can be effective if it is done in cooperation with the employee. 
For this reason, it is recommended that the employee be actively and meaningfully 
involved in the development and review of the performance appraisal system and 
in the appraisal process itself. We consider it essential that the employee receive 
relevant feedback on the evaluation. In connection with this, another important 
and forward-looking aspect is that the employee has the opportunity to formulate 
reflections. We believe that it is crucial that hospitals have employee satisfaction 
measurements – and, where available, provide meaningful information, and that 
the information derived from it is used in a management decision.

Table 2
The weighted variables

Name of the variable Variable weight

Did the evaluated participate in the development of the performance appraisal system? if yes 1

Does the evaluated person participate in the updating and review of the performance  
appraisal system?

if yes 1

Is there an employee satisfaction measurement in the hospital?

No. 0

Yes, but the information obtained from it may be used occasionally. 0,1

Yes, and we often base decisions on it. 0,5

We consider it important, measure it, and use the results obtained from it. 1

Does the evaluated person participate in your performance appraisal system?

Does not participate in the appraisal. 0

Participate, but his/her opinion may be. 0,1
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Participate, his/her opinion is decisive. 1

Involved, we consider the most important. 1,5

Does the evaluated employee receive feedback on the performance appraisal?

Yes, orally. 0,5

Yes, in writing. 0,5

Yes, in both forms. 1

No, in any form. 0

Does the employee have the opportunity to formulate reflections on his or her appraisal?

No. 0

Possibly. 0,1

Often. 0,5

Yes, and we take them somewhat into account. 1

5. Results

The questionnaire was returned by a total of 31 hospitals. Response rate is 27%. 
The exact response rates for the different questions are shown separately. Nearly 
13% of evaluators are involved in the development of the PAS, but they are no 
longer involved in its review. The distribution of the other participants is shown 
in Table 3.

Table 3
Distribution of participants in the development and revision of the performance appraisal 

system (expressed as a percentage of respondents)

  
Top manager  

(s)
HR  

department
Workplace  

manager (s) Employees Colleagues External 
company Others

Development of 64,52 38,71 32,26 12,90 12,90 16,13 6,45

In its review 54,84 38,71 29,03 0,00 3,23 12,90 6,45
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In connection with the measurement of employee satisfaction, it can be stated 
that more than a third of the surveyed institutions consider it important, measure it, 
and use the data obtained from it. There is an equal proportion of employee satisfac-
tion measurements, but the information obtained from it may be used occasionally. 
It can be stated that few hospitals have no measurement of employee satisfaction at 
all. The first hypothesis was thus verified. In detail, in Figure 1.
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Figure 1

Measuring employee satisfaction

Employee satisfaction is measured annually in just over half of the cases (n = 18). In two 

cases, the measurement is done quarterly and half a year, respectively. In seven cases. it was 

done less frequently and in two cases, no employee satisfaction was measured. The 
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Figure 1
Measuring employee satisfaction

Employee satisfaction is measured annually in just over half of the cases (n = 
18). In two cases, the measurement is done quarterly and half a year, respectively. In 
seven cases. it was done less frequently and in two cases, no employee satisfaction 
was measured. The participants of the evaluation system can be divided into two 
groups. In one group are those who are actively involved in the evaluation and 
their opinions are decisive. The other group includes those who are practically 
not involved in the evaluation as well as less active participants in the evaluation 
system, whose opinions are aleatory. Regarding the participants in the appraisals, 
it was found that the opinion of the workplace’s evaluated direct supervisor is the 
most decisive, followed by that of the evaluated employer, and then the evaluated 
person himself. In detail Table 4.
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Table 4
Participants in the appraisal

N Minimum Maximum Mean Std. Deviation

Workplace manager 25 1 4 3,52 0,714

Employer 25 1 4 2,52 1,262

Self-appraisal 25 1 4 2,48 1,295

HR department 25 1 3 1,36 0,569

Colleagues (s) in the identical position 24 1 3 1,42 0,654

Colleagues (s) in the non-identical position 25 1 3 1,28 0,542

Patients treated by the employee 25 1 3 1,52 0,823

Others 9 1 3 1,22 0,667

1: not involved; 4: most important.

Regarding the feedback of the appraisals, it can be said that almost half of 
the evaluated employees receive feedback, both in writing and orally. Detailed 
distribution in Figure 2.
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evaluations. They have a vast majority of options, and they are somewhat taken into account. 
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formulate reflections. The second hypothesis was also verified. The total distribution is shown 

in Figure 3.
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We also asked to what extent the employee has an opportunity to formulate 
reflections on the evaluations. They have a vast majority of options, and they are 
somewhat taken into account. It can be stated that in a few cases the employee 
has no – or only possibly – the opportunity to formulate reflections. The second 
hypothesis was also verified. The total distribution is shown in Figure 3.
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evaluations. They have a vast majority of options, and they are somewhat taken into account. 

It can be stated that in a few cases the employee has no – or only possibly – the opportunity to 

formulate reflections. The second hypothesis was also verified. The total distribution is shown 

in Figure 3.
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(n = 27) 

Figure 3
Reflections on appraisal

The weighted variables mentioned above were placed on a scale called Em-
ployee participation in employee performance appraisal. Analyzing the responding 
hospitals, it can be stated that the participation of employees in the appraisal of 
employee performance in Hungarian hospitals could be considered moderate: the 
average of the variable measured on a 0–1 scale is 0.437, the distribution median 
is 0.323 (= thus half of the respondents are below and the other half of the sample 
is above this level). This is also supported by the distribution diagram in Figure 4. 

Based on the analysis of the obtained results, it was found that where there is an 
employee satisfaction measurement, an opportunity exists for the evaluated person 
to formulate reflections (and they are taken into account to some extent). The third 
hypothesis was also confirmed. This statement can be verified, and it can be clearly 
seen in Table 5; but the statistical analysis (both chi-square test and phi test) is not 
significant (p = 0.152 for both) (this is due to the low number of sample items, because 
the correlation is otherwise clearly visible). We also tried Fisher’s exact test to show 
whether there is a relationship between the two variables. Considering the significance 
level of Fisher’s test (p = 0.324), we have no grounds to reject the null hypothesis that 
states there is no association between employee satisfaction measurement and reflections.
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6. Discussion and conclusion

It is far-sighted that employees have been involved in the development of the PAS, 
but it is thought-provoking that there are no longer any employees involved in the 
system’s further development. We recommend that evaluated employees be involved 
in the review of the appraisal system as they certainly have experience, whether 
positive or negative, of the appraisal process itself. For an effectively functioning PAS, 
it is essential to be clear about whether the evaluation is being done in accordance 
with the desired PM objectives, and whether the system is suitable for measuring 
worker performance. In the previous research section, we noted that an employee 
PA was performed at the Nagykőrös Rehabilitation Specialist Hospital. After the 
evaluations were completed, a much shorter survey was conducted to examine how 

Figure 4
Distribution of employee participation in employee performance appraisal
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Table 5
Employee satisfaction measurement vs reflections

Does the employee have the opportunity to make reflec-
tions on their appraisal?

Total

No Possibly Often
Yes and it is  
taken into  

consideration

Is
 th

er
e 

an
 e

m
pl

oy
ee

 sa
tis

fa
ct

io
n 

m
ea

su
re

m
en

t i
n 

th
e 

ho
sp

ita
l?

No

Count 1

0 0 0

1

% within SM  
in the hospital 100% 100%

% within opportunity 
to reflect 33.30% 3.70%

Yes, but the  
information  

obtained from it 
may be used  
occasionally

Count 1 1

0

9 11

% within SM  
in the hospital 9.10% 9.10% 81.80% 100%

% within opportunity 
to reflect 33.30% 33.30% 45% 40.70%

Yes, and decisions 
are based on it

Count

0 0 0

5 5

% within SM  
in the hospital 100% 100%

% within opportunity 
to reflect 25% 18.50%

We consider it im-
portant, measure it, 
and use the results

Count 1 1 2 6 10

% within SM  
in the hospital 10.00% 10% 20% 60% 100%

% within opportunity 
to reflect 33.30% 50% 100% 30% 37.00%

Total

Count 3 2 2 20 27

% within SM  
in the hospital 11.10% 7.40% 7.40% 74.10% 100%

% within opportunity 
to reflect 100% 100% 100% 100% 100%
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they found the evaluation process and, of course, how much they agreed with the 
outcome of the appraisal.

We view employee satisfaction measurement as one of the essential components 
of employee engagement. It is important that the employee has an opportunity 
to express his or her views in a formal setting. For this reason, we considered it 
important to examine this issue. In Hungarian hospital practice, employee satisfaction 
measurement is not meager, being used in a very small percentage, but rather it is used 
in more than half of it; thus, the measurement practice can be considered remarkable 
as the obtained results are actually used, albeit to varying degrees. Related to this, 
the annual employee satisfaction measurement, which is implemented in just over 
half of the hospitals, is considered adequate. At the same time, this measurement 
occurs significantly less frequently than annually, which raises certain questions. 
If an event has occurred that the employee would share, but the possibility of it is 
much further away in time, it is all the less likely that the employee will share his 
or her comments about the event. Consideration should be given to linking annual 
PA and employee satisfaction measurements at a time close to each other. 

During the analysis of the participants utilizing the appraisal system, we found 
that the evaluated workplace leader stands in the first place, which corresponds 
to the literature’s recommendations. This is followed by the evaluated employer 
and then, with very little difference, the self-appraisal. These three contributors 
are significant, active features in the evaluation. The person being assessed; i.e. 
self-appraisal, is a significant element of PAS. It is important to involve the employee 
in performance planning – part of the performance management cycle already 
mentioned – because in the view of Gyökér and Krajcsák (2009), goal and work 
planning fundamentally influence employee satisfaction. This is also supported 
by the research of Njeri and Nasieku (2018) which shows that human resource 
planning has a positive effect on employee performance. In connection with this, 
it is a welcome fact that the vast majority of the employees receive some form 
of feedback on the appraisal, in written form, which also presupposes a serious 
intention on the part of the employer. An important part of appraisals is that the 
employee has the opportunity to make reflections on the appraisal, and they are 
often taken into account in nearly three quarters of the cases. Organizational culture 
influences employee engagement (Krajcsák 2018), and precisely for this reason, it 
is essential whether employees have the opportunity to make comments in general 
in the organizational culture. A relaxed, constructive workplace atmosphere can 
facilitate open communication between employer and employee. This communication 
can contribute not only to defining performance and clarifying expectations, but 
also to increasing employee satisfaction.

It was found that where an employee satisfaction measurement exists, an 
opportunity for the assessee to formulate reflections becomes available. Based 
on these, it can be stated that the employee remains an active participant in the 
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Hungarian performance appraisal systems, that they are involved in the appraisal, 
and that their views are taken into account. Although not outstanding, the employee 
is considered a partner in the appraisal of his work. As we do not know whether 
such research results have been produced in Hungary so far, we hope that we will 
be able to enrich employee evaluations with valuable aspects.

7. Limitations and future research

As mentioned earlier, this investigation has a top-leading perspective; for this reason, 
employee insights are lacking. In order to fully analyze the employee performance 
appraisal, it is definitely necessary to involve the employees in the study.

It is also necessary to study the practice of measuring employee satisfaction 
itself. It may be worth going deeper, e.g., how it is structured, what is included in 
the employee satisfaction measurement, and the extent to which managers use the 
information they receive.
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