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Artificial Intelligence and the Future of Performance Management

Introduction
Performance management is an important part of any organisation because it helps make sure employees are working towards the same goals as the company. Performance management is simply about helping employees know what they need to do, how well they are doing, and how they can improve. It includes setting clear goals, giving feedback, checking progress, and supporting employees in their work. In a simple way, it helps workers understand their role and how their work helps the organisation succeed. (Ehmann et al., 2024).
In the past, performance management was usually based on yearly performance reviews. Employees often had to wait a long time before getting feedback. This made the system less helpful because problems were not addressed straight away. It could also feel unfair, especially when reviews depended too much on the personal opinion of managers. Varma, Pereira and Patel (2024) explain that when feedback is delayed, performance management becomes less effective and less useful for employee development.
Today, this is starting to change because of artificial intelligence (AI). Many organisations now use AI to make performance management quicker, easier, and more organised. AI can collect and analyse large amounts of data in a short time. It can help managers monitor performance more regularly and provide faster feedback. It can also make decisions more consistent. Malik, Budhwar and Kazmi (2023) show that AI is becoming more important in human resource management and is helping organisations improve both employee performance and business outcomes. In the same way, Varma, Pereira and Patel (2024) note that AI can support many parts of the performance management process and make it more efficient.
AI is also being used in local government. Maake and Schultz (2025) found that AI can improve performance management in this area, but only when it is used in the right way. Their study shows that organisations need good-quality data, clear performance goals, proper evaluation methods, strong leadership, and ethical and legal support. They also highlight the importance of involving stakeholders in the process. This suggests that AI is not just a technical tool, but something that can change the way performance is managed and understood in organisations.
However, AI also creates some serious challenges. Employees may feel worried about privacy, fairness, and being monitored too closely. There are also concerns about how data is collected, stored, and used. According to OECD (2024), many workers believe AI can improve performance at work, but they also have concerns about pressure, data use, and inequality. This shows that AI can bring benefits, but it can also create risks if it is not used carefully and responsibly.
This assessment will explore how AI is changing performance management. It will look at the main advantages of AI, such as speed, better use of data, and improved efficiency. It will also examine the main challenges, especially issues related to ethics, trust, fairness, and data quality. These issues are important because AI can only be successful if organisations use it responsibly and if employees feel that the system is fair and trustworthy.

Literature Review on Performance Management
Evolution of Performance Management Systems (PMS)
Performance management systems have changed a lot over time. In the beginning, they were mainly based on simple performance appraisals. These usually happened once a year. Managers would review employees and judge how productive or efficient they had been. This system helped in some ways, but it also had many weaknesses. It could be inconsistent, and it often did not show the full picture of employee performance.
As organisations became more complex, the old system started to look less useful. Businesses needed faster responses and more regular support for employees. Because of this, many organisations moved away from annual reviews and started using continuous feedback. This meant that employees could receive feedback more often instead of waiting many months. This change also led to the use of tools like OKRs and BSC, which help organisations track progress through clear and measurable goals (Tannenbaum et al., 2024).
Another big change was the use of artificial intelligence (AI) and machine learning (ML) in performance management. These technologies made it easier for organisations to track employee performance, identify patterns, and make better decisions. In simple words, AI and ML helped make performance management faster, smarter, and more effective.
These technologies allow organisations to collect and analyse data in real time. This makes it easier to give quick feedback and identify patterns in employee performance. As a result, many organisations now use automated performance reviews, predictive analytics, and personalised development plans that are based on employee data.

How I Selected and Reviewed Journals for My Research
For my research, I chose the topic “Artificial Intelligence and the Future of Performance Management” because it is a current and interesting area in business and education. Picking a topic starts with thinking about what I find interesting and checking if there is enough recent research available. After choosing a general topic, I focused on how AI can affect performance management, which helped me decide the main keywords to use when searching for journals.
I started searching on Google Scholar. I typed in keywords like “Artificial Intelligence,” “performance management,” and “employee performance.” Then I used the custom range option to see only articles published between 2020 and 2026, as my teacher suggested. I opened each article to check if it was really relevant to my topic. If it matched, I saved it for reading later. I also clicked the “Related articles” option to find more research that was connected to my topic.
After that, I used the UWTSD library. I went to the advanced search and typed in the main keywords, adding extra words if needed to narrow the search. I again set the publication date to 2020–2026. Then I opened the results to check which articles were useful for my research.
Once I had a collection of articles from both Google Scholar and the UWTSD library, I checked each one in the ABS journal list to see if it was published in a well-known and respected journal. This is important because it makes sure the research is reliable. I focused on articles that were recent, related to my topic and published in credible journals.
By following these steps, I was able to find good journals and articles that are helpful for my research and make sure my sources are trustworthy and up-to-date.

Literature Review:
Theories of Performance Management
There are different theories that help explain how performance management works in organisations. These theories show why goals, feedback, fairness, and support are important for employee performance. Recent research shows that performance management is more effective when employees have clear expectations, regular feedback, and a system that supports their development (Ehmann et al., 2024).
Goal-setting theory
Goal-setting theory is one of the main ideas behind performance management. The theory suggests that employees usually perform better when they have clear goals to work towards. When goals are clear and easy to understand, employees can focus better and feel more motivated. Recent studies also support this idea. Practices like performance review meetings, clear target setting, and pay linked to performance can help employees feel more involved and engaged in their work.This suggests that clear goals and structured performance systems can help employees stay more involved in their work (Ehmann et al., 2024).
AI fits well with this theory because AI systems can track progress more quickly and update goals more easily. Instead of waiting for one annual review, managers can use AI tools to monitor performance over time and make faster decisions. Research shows that AI is now being used across different parts of performance management systems and can affect how performance is reviewed, measured, and discussed (Varma, Pereira and Patel, 2024). In the same way, AI-assisted HRM is often used to improve organisational productivity while also shaping employee outcomes (Malik, Budhwar and Kazmi, 2023). This means AI can help organisations connect employee goals more closely to wider business goals.
Social exchange theory is also helpful in understanding performance management. It looks at the relationship between employees and the organisation. The main idea is simple: when employees feel supported, respected, and treated fairly, they are more likely to respond in a positive way and perform better. In performance management, this means employees are more willing to accept feedback and stay involved when they feel the system is fair. Research also shows that AI can improve employee performance by encouraging knowledge sharing and increasing work engagement (Khan, Soomro and Pitafi, 2024).
However, trust is very important. The same research shows that perceived risk weakens the positive effect of AI (Khan, Soomro and Pitafi, 2024). In other words, if employees worry about privacy, job insecurity, or unfair decisions, the benefits of AI become weaker. This is important in performance management because AI systems may only work well when employees believe they are being used fairly and responsibly. So, fairness and trust remain very important, even when technology is involved.
Behavioural theories of motivation
Behavioural theories are based on the idea that people respond to feedback, rewards, and correction. In the workplace, this means employees are more likely to improve when they receive feedback at the right time. Good performance can be recognised, and poor performance can be corrected before it becomes a bigger problem. This is one reason why regular feedback is such an important part of modern performance management. Structured performance practices are linked with stronger employee engagement, which supports the idea that feedback and performance systems influence behaviour (Ehmann et al., 2024).
AI seems to support this idea because it can provide feedback quickly and regularly. It can show employees where they are doing well and where they need more support. It can also help managers respond faster. However, recent research shows that AI feedback is not always accepted in the same way as human feedback. Feedback given by AI was seen as less accurate, and it made employees feel less motivated. They were also less likely to accept the feedback and less willing to ask for more feedback compared to when it came from a human manager (Hein, Cecil and Lermer, 2024).This shows that fast feedback is useful, but the human side of feedback still matters a lot.
Artificial Intelligence in Performance Management
AI is changing performance management in many ways. In the past, performance management often depended on annual reviews and manager judgement. Today, AI allows organisations to collect and analyse performance data much faster. This means performance management can become more continuous, more data-based, and more responsive. Research explains that AI is now being used in performance management to explore both its benefits and its risks (Varma, Pereira and Patel, 2024). AI is also transforming HRM more widely and is changing the nature of work, workers, and workplaces (Malik, Budhwar and Kazmi, 2023).
One important benefit of AI is that it can help organisations identify patterns in employee performance. It can show where someone is improving, where they may need help, and where performance problems may be developing. AI can also make the process more organised and consistent. At the same time, research shows that AI works better when employees understand how the system works. Transparency in algorithmic performance management can improve proactive work behaviour by increasing employees’ motivation to improve performance (Cai and Wang, 2024). This suggests that AI systems should not be hidden or unclear. Employees are more likely to respond positively when the system is transparent.
AI is also being used in the public sector. The effective use of AI in local government performance management depends on six key factors. These include good-quality data, clear links with performance goals, proper ways to measure results, ethical and legal checks, strong leadership, and support for change with stakeholder involvement (Maake and Schultz, 2025). This shows that AI is not only a technical tool. It also affects how performance is measured, managed, and improved.
Even so, AI also creates challenges. It can raise concerns about fairness, control, privacy, and trust. Research on AI feedback and AI-supported work shows that employee responses depend on how safe, fair, and understandable the system feels (Hein, Cecil and Lermer, 2024; Cai and Wang, 2024; Maake and Schultz, 2025). If employees think the system is unfair or too controlling, they may resist it. For this reason, AI should support human decision-making, not fully replace it. Overall, the research shows that AI can improve performance management, but it works best when it is transparent, ethical, and trusted by employees (Hein, Cecil and Lermer, 2024; Cai and Wang, 2024; Maake and Schultz, 2025).

The Role AI Plays in Performance Management
Artificial intelligence is changing performance management in many organisations. It is not only used to automate work. It is also used to make performance management faster, more data-based, and more organised. AI can help managers collect, analyse, and use performance data more easily. This can support better decisions about employee performance, feedback, and development (Varma, Pereira and Patel, 2024). 
One important role of AI is employee evaluation. In traditional systems, managers often judge employee performance based on what they see and remember. This can create problems because managers may have different standards, limited information, or personal bias. AI can reduce some of these problems by using measurable data, such as output, task completion, customer feedback, or other performance indicators. This can help organisations build a clearer picture of employee performance and make decisions in a more consistent way (Varma, Pereira and Patel, 2024; Nayem and Uddin, 2024). AI is also useful because it can identify patterns in data. This means it can help organisations notice early warning signs, such as falling performance or possible turnover risk. Some studies show that machine learning models can be used to predict employee attrition and support earlier action from HR teams. This makes performance management more proactive, because managers can respond before problems become more serious (Govindarajan et al., 2025). Another major benefit of AI is real-time feedback. In many traditional systems, employees receive feedback only once or twice a year. This can be too late. AI allows organisations to monitor performance more regularly and give feedback much sooner. This can help employees correct mistakes faster and improve their work over time. Earlier research also found that real-time digital feedback led to better service performance than later feedback, which supports the value of continuous feedback systems (Lechermeier et al., 2020; Varma, Pereira and Patel, 2024). AI can also help remote and distributed teams. When employees work in different places, managers may find it harder to track progress and give support. AI systems can help monitor tasks, workflow, and progress across teams. This can help managers stay informed and support employees more effectively, even when they are not in the same office (Varma, Pereira and Patel, 2024). 
Reducing Bias and Improving Fairness
One of the biggest arguments for AI in performance management is that it may reduce human bias. In traditional reviews, employee ratings can be affected by personal preferences, weak observation, or unfair judgement. AI can help by using the same criteria for everyone and focusing on measurable results. This can make evaluations more consistent and more transparent (Nayem and Uddin, 2024; Varma, Pereira and Patel, 2024). However, AI does not remove all bias. If the system is trained on poor-quality or unfair data, it can still produce biased results. This means organisations cannot simply trust the system without checking it. They need good data, regular review, and human oversight. In other words, AI can support fairness, but only if it is designed and used carefully (Maake and Schultz, 2025; Varma, Pereira and Patel, 2024). 
Transparency is also very important. Employees are more likely to trust AI if they understand how it works. Research shows that transparency in algorithmic performance management can improve proactive work behaviour because employees feel more motivated to improve their performance when the system is clearer to them (Cai and Wang, 2024). 
AI in Local Government
AI is also becoming important in local government. In this sector, performance management can be difficult because of complex systems, public pressure, limited resources, and slow decision-making. AI may help by improving how performance is tracked and how services are managed. It can support the monitoring of service delivery, resource use, and performance outcomes in a more organised way (Maake and Schultz, 2025). 
Research by Maake and Schultz (2025) shows that AI can support performance management in local government, but only when a number of conditions are in place. These include good-quality data, clear links between AI and performance goals, suitable measures for evaluation, ethical and legal control, strong leadership, and good change management with stakeholder support. This shows that AI is not just a technical tool. It also changes how performance is measured, managed, and improved in public organisations (Maake and Schultz, 2025). 
Epistemological Issues in AI Performance Management Research
Epistemology is about how we know what we know. In AI performance management, most studies rely on numbers and data to measure how well employees are doing. AI tools track things like productivity, efficiency, and other measurable metrics to give feedback on performance (Varma, Pereira and Patel, 2024). This way of thinking assumes that performance can be measured objectively with data, like a score or number.
But this view misses something important. AI can’t capture how an employee feels about their work, how motivated they are, or how they experience the feedback they receive. These things can have a big impact on performance, but AI systems don’t always consider them (Gupta, Lakhera and Sharma, 2024). By focusing only on numbers, we lose sight of the human side of performance.
Another issue is the reliability of the data. The data used by AI systems is often influenced by the metrics chosen to measure success. These decisions can be biased. For example, if performance is measured only by output, it doesn’t consider teamwork or creativity, which are harder to measure but still very important. To get a fuller picture of performance, we need to combine data with qualitative methods, like interviews or personal experiences, to understand how employees truly feel about the performance system (Hein et al., 2024).

Ontological Issues in the Literature
Ontology is about what we believe is real. In AI performance management research, most studies treat performance as something fixed and measurable—something that exists on its own and can be easily tracked with data (Varma, Pereira and Patel, 2024). This view treats performance as a thing that can be objectively measured, like a number or score.
But in reality, performance isn’t just about numbers. It’s also about how people feel about their work, how they interact with coworkers, and the overall culture of the workplace. These human factors can have a big impact on performance, but AI systems often don’t consider them. Focusing too much on numbers means we miss out on the real human experience of work (Gupta, Lakhera and Sharma, 2024).
Performance isn’t just about objective measures. It’s also shaped by individual experiences and the social context of work. We need to consider both the measurable aspects of performance and the human side to understand it fully. AI should look at both data and human factors to get the complete picture of what’s happening (Khan, Soomro and Pitafi, 2025).

Challenges and Ethical Issues
Although AI has many benefits, it also brings some serious problems. One big issue is privacy. AI systems often use a lot of employee data, so organisations must be careful about how they collect, store, and use it. If employees feel their personal information is not safe, they may stop trusting the system (Maake and Schultz, 2025; Varma, Pereira and Patel, 2024).
Another problem is trust and acceptance. Employees do not always react well to feedback from AI. Research by Hein, Cecil and Lermer (2024) found that people saw AI feedback as less accurate than feedback from a human. They also felt less motivated, were less likely to accept the feedback, and were less willing to ask for more feedback when it came from AI. This shows that the human side of performance management is still very important (Hein, Cecil and Lermer, 2024).There is also the problem of the “black box.” If employees do not understand how the system reaches its decisions, they may see it as unfair or untrustworthy. This is why explainability matters. AI systems should be as clear as possible, especially when they affect rewards, promotion, development, or performance ratings (Cai and Wang, 2024; Maake and Schultz, 2025). 
Practical Applications of AI in Performance Management
In practice, AI is already being used to support performance management in different ways. It can help with performance reviews, real-time feedback, early warning systems, and turnover prediction. It can also support more personalised development by identifying where employees may need training or support. This means AI can do more than simply measure performance. It can also help organisations improve performance over time (Varma, Pereira and Patel, 2024; Govindarajan et al., 2025). A useful example comes from Lechermeier et al. (2020), who studied digital feedback in the workplace. Their findings showed that timely digital feedback improved employee service performance. This is important because it gives practical support to the idea that AI-based and digital systems can make performance management more immediate and more effective. However, recent research also reminds us that successful use of AI depends on fairness, transparency, trust, and good design (Lechermeier et al., 2020; Hein, Cecil and Lermer, 2024; Cai and Wang, 2024). 

Real-Time Digital Feedback in Service Organisations
Lechermeier et al. (2020) studied digital feedback in a telecommunications organisation. They used two experiments. One was a field experiment, and the other was a scenario-based experiment. In the field experiment, they compared immediate feedback with delayed feedback. They measured employee performance using customer ratings, error rates, and task completion. They also measured employee engagement using self-report scales. The results showed that real-time feedback improved both performance and engagement (Lechermeier et al., 2020).
The second experiment looked at other factors, such as task goals, feedback type, need for closure, and gender. The findings showed that employees do not all respond to feedback in the same way. This means AI-based performance systems should not be exactly the same for everyone. They should be flexible and match the needs of different workers and tasks (Lechermeier et al., 2020).

Applications in Different Sectors
Healthcare
Healthcare is a busy and complex sector. AI can help managers track staff performance, patient outcomes, and how well procedures are followed. It can also help identify teams that may need more support or training. Real-time feedback can be useful in healthcare because it helps staff improve quickly and respond to problems earlier. The ideas from Lechermeier et al. (2020) are useful here because they show that fast digital feedback can improve both performance and engagement.
Local government
AI can also help local government improve performance management. Local governments often deal with many departments, public pressure, and limited resources. AI systems can track service response times, task completion, and citizen satisfaction. This can help managers see problems early, improve services, and use resources more effectively. Research also shows that AI can play an important role in local government performance management when it is supported by good data, strong leadership, and ethical oversight (Maake and Schultz, 2025).
AI can also help predict busy periods and future service demand. This allows local governments to plan staffing and resources more effectively. Because of this, performance management becomes more active and more strategic instead of only reacting to problems after they happen.
Education and corporate organisations
In education, AI can be used to monitor both student and staff performance. For example, it can track teaching quality, student engagement, research output, and feedback. This can help institutions provide support more quickly.
In corporate organisations, AI can be used to monitor key performance indicators, customer interactions, and sales performance. In both education and business, real-time feedback can help employees improve faster and understand what they need to do better. This shows that the ideas from Lechermeier et al. (2020) can be useful in different sectors.
Main Lessons and Practical Meaning
There are several important lessons from this research. First, real-time feedback can improve employee performance and engagement. Second, employees respond differently to feedback, so AI systems should be personalised where possible. Third, ethics and transparency are very important. Employees need to understand the system and feel that it is fair. Finally, these lessons are not limited to one sector. They can also apply to healthcare, local government, education, and business settings (Lechermeier et al., 2020; Maake and Schultz, 2025).

Ethical Considerations in AI-Driven Performance Management
AI can improve performance management, but it also creates ethical concerns. These issues need to be taken seriously if AI is going to be used fairly and responsibly.
Privacy and data security
AI systems depend on large amounts of employee data. Some of this data may be personal or sensitive. Because of this, organisations must protect it carefully. They need strong security systems, safe storage, and clear data rules. They also need to follow privacy laws such as GDPR. If this is not done properly, employee trust can be damaged.
Transparency and accountability
AI systems should be clear and understandable. Employees need to know how the system works and how decisions are made. If the system looks like a “black box,” workers may not trust it. Human oversight is also important. Managers should not rely fully on AI. They should check the results and make final decisions when needed. This helps make the system fairer and more accountable.
Bias in AI systems
AI is often seen as objective, but it can still be biased. If the data used to train the system is unfair, the results may also be unfair. This is why organisations need to review AI systems regularly and make sure the training data is diverse and balanced. Employees should also have a way to question or appeal decisions if they believe the system has treated them unfairly (Maake and Schultz, 2025).
Employee autonomy and trust
AI should help employees, not control them too much. If workers feel they are being watched all the time, they may feel stressed and start losing trust in the organisation. That is why AI should be used in a way that supports employees, helps them grow, and makes their work better. Trust is very important if AI is to be used successfully in performance management.
Practical strategies for using AI in performance management
Using AI in performance management is not just about introducing new technology. Organisations also need to think about their employees, workplace culture, ethics, and overall goals.

Assess organisational readiness
Before using AI, organisations need to check whether they are ready. They need good systems, good data, and employees who can understand and use digital tools. Training is also important so that employees and managers know how to use AI feedback properly. If the organisation is not ready, the system may not work well.
Align AI with organisational goals
AI systems should support the organisation’s main goals. Performance measures should be linked to things like KPIs, BSC, or OKRs. This helps make sure that AI is measuring the right things. Real-time feedback can then be used to improve employee performance in ways that support the wider goals of the organisation.
Balance AI with human judgement
AI can provide useful data and fast insights, but managers still need to interpret that information. Human judgement is important because managers can understand personal situations, emotions, and workplace context. A balanced system that combines AI and human decision-making is likely to be more effective and fair (Lechermeier et al., 2020).
Build engagement and transparency
Employees need to feel supported, not watched. Organisations should clearly explain why AI is being used and how it works. Employees should understand how they are being evaluated and what the feedback means. Open communication can build trust and help employees respond more positively to the system. Research shows that when feedback feels understandable and controllable, employees are more likely to respond well to it (Lechermeier et al., 2020).

Continuous Monitoring and Improvement
AI-based performance management systems should not stay the same all the time. They need to be checked and improved regularly. Organisations should review how the system works, whether the data is accurate, and whether the results still match the goals of the organisation. This is important because performance goals, work conditions, and employee needs can change over time (Varma, Pereira and Patel, 2024; Maake and Schultz, 2025).
Regular monitoring can help organisations find problems early. It can show where employees may need support and where the system itself may need improvement. It can also help make sure the AI remains fair, useful, and reliable. In this way, AI should be seen as a tool that keeps developing, not as a fixed system that never changes (Varma, Pereira and Patel, 2024).
Data privacy and security
One of the biggest concerns is employee data. AI systems often use large amounts of data, and some of this data may be personal or sensitive. Because of this, organisations must protect it carefully. They need clear data rules, strong security systems, and proper control over who can access the data. If this is not done well, employees may lose trust in the system and the organisation may also face legal problems (Varma, Dawkins and Chaudhuri, 2023).
Transparency and accountability
Another challenge is transparency. Employees need to understand how the AI system works and how decisions are made. If the system looks like a “black box,” it can create confusion and distrust. People may feel that decisions are being made without clear reasons. This is why organisations should make AI systems as understandable as possible and make sure managers remain involved in final decisions (Maake and Schultz, 2025; Cai and Wang, 2024).
Bias and fairness
AI is often described as objective, but it can still be unfair. If it is trained on biased or incomplete data, it may repeat old patterns of unfairness. This means AI can sometimes reinforce problems instead of solving them. To reduce this risk, organisations need to review their systems regularly and make sure the data used is balanced and representative. Human oversight is also important, especially when decisions affect promotion, development, or performance ratings (Varma, Dawkins and Chaudhuri, 2023; Maake and Schultz, 2025).
Employee engagement and trust
Trust is very important when AI is used in performance management. If employees feel that the system is too controlling or too distant, they may reject it. Research shows that AI feedback is not always accepted in the same way as human feedback. In one study, AI-driven feedback was seen as less accurate and less motivating than human feedback (Hein, Cecil and Lermer, 2024). This shows that even when AI is useful, the human side of feedback still matters.
Ethical use of AI
AI should be used to support employees, not just to control them. Ethical use means that AI should help employees grow, improve, and understand their performance better. It should not be used in a way that creates fear, constant pressure, or unfair treatment. Organisations should make sure their AI systems match their values, especially in relation to fairness, privacy, and accountability (Varma, Dawkins and Chaudhuri, 2023).
Practical Strategies for Effective Performance Management Systems
Using AI in performance management is not only about technology. It also requires planning, training, communication, and human support. Organisations need to think about whether they are ready to use AI and how they will use it in a fair and useful way (Varma, Pereira and Patel, 2024).
Organisational readiness
Before introducing AI, organisations should ask whether they are ready. They need good systems, good-quality data, and employees who understand how to use digital tools. Training is also important. Employees and managers need to know how to read AI-based feedback and how to use it in a useful way. Organisations with a more open and innovative culture may find it easier to adopt AI than organisations with a very rigid structure (Maake and Schultz, 2025; Varma, Pereira and Patel, 2024).
Align AI with organisational goals
AI systems should support the wider goals of the organisation. They should not measure random data that has no real value. Instead, performance measures should be linked to important goals, such as productivity, service quality, employee development, or customer satisfaction. This helps make sure the system is useful and connected to the organisation’s strategy (Maake and Schultz, 2025).
Balance automation with human judgement
AI can collect data, find patterns, and give quick insights. However, managers still need to interpret the results. Human judgement is important because managers can understand personal situations, emotions, and workplace context in ways that AI cannot. A balanced system should therefore combine AI with human decision-making. This makes performance management more fair, more supportive, and more realistic (Varma, Pereira and Patel, 2024; Hein, Cecil and Lermer, 2024).
Employee engagement and communication
Employee engagement is also very important. Workers need to understand why AI is being used and how it affects them. Open communication can reduce fear and confusion. Employees should be able to ask questions, give feedback, and understand how their performance is being measured. When employees feel involved in the process, they are more likely to trust the system and react to it in a positive way (Maake and Schultz, 2025).
Continuous review and improvement
Finally, AI systems should be reviewed regularly. Organisations should check whether the system is still accurate, fair, and useful. They should also listen to employee feedback and make changes when needed. This kind of ongoing improvement helps keep the system relevant and reduces the chance of long-term problems. In simple terms, a good AI system is one that keeps learning and improving over time (Varma, Pereira and Patel, 2024; Maake and Schultz, 2025).

Detailed Critical Discussion of Lechermeier et al. (2020)
Even though Lechermeier et al. (2020) is slightly older than the main five-year period, it is still an important study. This is because it helps explain newer research on AI and digital performance management. The study is especially useful because it looks at algorithm-based digital feedback, real-time feedback, and employee engagement. These are still very important topics in current research.
Research philosophy
Lechermeier et al. (2020) seems to follow a positivist or post-positivist research philosophy. This means the researchers treat employee performance and engagement as things that can be measured in an objective way. In the study, these ideas are turned into clear variables that can be tested and compared. This can be seen in the use of experiments, performance data, and structured measurement tools.
The study also seems to follow a realist ontological view. This means the researchers believe that performance is something real that exists independently and can be measured. In simple terms, they appear to believe that employee performance can be observed, recorded, and improved through digital feedback.
This research philosophy matches the aim of the study. Experiments are useful when researchers want to test cause and effect. In this case, the authors wanted to find out whether the timing of feedback affects employee performance and engagement. However, this approach also has limits. Because it focuses mainly on things that can be measured, it pays less attention to how employees actually feel about digital feedback, how they experience being monitored, and how workplace culture shapes their responses. So, the study is strong in measuring behaviour, but weaker in exploring human experience and social context.
Methodology and methods
According to the study, Lechermeier et al. (2020) used a two-stage research design. This included a field experiment and a scenario-based experiment. This is a strength because it combines two useful methods. The field experiment looks at behaviour in a real work setting, which makes the findings more realistic. The scenario-based experiment gives the researchers more control and allows them to test different factors more clearly.
The study also looked at factors such as task goals, feedback valence, need for closure, and gender. This makes the study more detailed because it shows that people may respond to digital feedback in different ways. Another strength is the use of objective performance measures, such as customer ratings, error rates, and task completion. These measures make the results more systematic and less based on personal judgement. The use of validated self-report scales for employee engagement also supports the design of the study.
However, there are still some weaknesses. Experimental research is good for controlling variables, but it can sometimes make real workplace situations look too simple. In real organisations, employee performance is affected by many things, such as leadership, stress, trust, workload, and relationships at work. These factors are difficult to fully capture in an experiment. In the same way, scenario-based experiments may not fully show how employees really feel when they are being digitally monitored. So, while the method is strong in control, it may not fully reflect the complexity of real performance management.
Reliability and validity
When looking at reliability, the study seems fairly strong. The researchers used standard procedures, controlled conditions, and clear performance measures. This makes the study more consistent and easier to repeat. The scenario-based experiment may also improve reliability because participants were exposed to similar situations.
In terms of validity, the study also has several strengths. Internal validity is supported by the experimental design, especially if participants were randomly assigned and outside influences were controlled. This helps the researchers make stronger claims about cause and effect. Construct validity is also supported because the study uses recognised measures of engagement and specific indicators of performance. In addition, the field experiment improves external validity to some extent because it links the study to a real workplace setting.
Still, there are some limitations. External validity is not guaranteed because results from one organisation or sector may not apply to every setting. For example, a digital feedback system that works in telecommunications may not work in the same way in healthcare, education, or local government. Also, engagement was partly measured through self-report scales, and these may not fully capture the full experience of employees. Another issue is that performance measures may focus too much on short-term results and not enough on wider aspects of performance, such as teamwork, creativity, or long-term growth.
From a qualitative point of view, the study is more limited because it does not explore employees’ views in depth. It says less about how people understand the system, how they feel about it, and how they interpret digital feedback. This is not always a weakness in experimental research, but it shows that the type of evidence collected depends on the research philosophy being used.
Ethical issues
From an ethical point of view, the study appears to follow normal research standards, such as informed consent and confidentiality. Since the feedback system was designed to improve performance and engagement rather than harm participants, the study seems ethically acceptable at a basic level.
However, there are deeper ethical issues that should also be discussed. Digital feedback systems can raise concerns about monitoring, pressure, and employee autonomy. Even if participants agree to take part, they may still feel uncomfortable if they know they are being closely watched. In a workplace setting, employees may also feel pressure to participate because of organisational hierarchy, even if participation is officially voluntary.
Another ethical concern is employee wellbeing. Real-time digital feedback may help improve performance, but it may also create stress, anxiety, or a feeling of constant surveillance. Because of this, ethical analysis should not only ask whether consent was given. It should also ask whether employees were truly free to withdraw, whether the system caused emotional pressure, and whether the study considered the possible psychological effects of constant monitoring.
There is also a wider ethical issue about how this kind of research could be used later in real workplaces. Even if the study itself is managed ethically, organisations may later use similar systems in ways that reduce employee autonomy, increase control, and damage trust. This shows that ethical concerns are not only about the research process, but also about how the findings may be applied in practice.
Overall critical assessment
Overall, Lechermeier et al. (2020) is a useful and valuable study because it provides evidence that timely digital feedback can improve employee performance and engagement. It is especially important because it connects older performance management research with newer discussions about AI and digital systems. Its experimental design, use of objective measures, and attention to different factors make it a strong study within a positivist research tradition.
At the same time, the study also has some clear limitations. Because it focuses mainly on measurable outcomes, it does not fully explain how employees understand digital feedback, how they feel about being monitored, or how workplace culture affects the success of such systems. It also assumes that better measurable performance always means better performance management, which may not always be true.
For this reason, the study is strong, but it does not give a complete picture. To understand AI-driven performance management more fully, future research should also use interpretivist or critical approaches. These approaches could help explore employee experience, trust, fairness, power, and organisational context in more detail.

Conclusion
This assessment has shown that artificial intelligence is changing performance management in important ways. In the past, performance management often depended on annual reviews and manager opinions. Today, AI is helping organisations move towards a more continuous and data-based system. It allows managers to track performance more regularly, give faster feedback, and use data to support decisions.
The research also shows that AI can bring many benefits. It can make performance reviews more consistent, help identify problems early, and support employee development. AI is useful in different sectors, including business, healthcare, education, and local government. In these settings, it can improve efficiency, service delivery, and overall performance management.
However, AI also creates challenges. It cannot fully understand personal situations, emotions, or workplace relationships in the same way humans can. There are also important issues like privacy, fairness, openness, and trust. If AI is not used properly, it can cause more problems instead of making things better.
For this reason, the best approach is not to replace human judgement with AI, but to combine both. AI can provide quick data and useful insights, while managers can add context, empathy, and understanding. This creates a more balanced and fair system.
In the future, AI is likely to become even more important in performance management. However, its success will depend on how responsibly organisations use it. If AI is used in a fair, transparent, and ethical way, it can help organisations improve performance while also supporting employees more effectively.
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