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Abstract 

The study which is a conceptual paper, proposes a 

framework for the mediating role of organizational justice 

on the relationship between job satisfaction and 

performance appraisal among public secondary school 

teachers in Kaduna state North-west in Nigeria. However, 

there is paucity of research that have considered the 

relationship between job satisfaction and performance 

appraisal among public secondary schools. Most studies 

conducted on the direct relationship revealed mixed 

findings. Due to the inconsistencies in the literature on this 

relationship, a mediating variable of organizational justice 

was suggested. The study will add to the literature on what 

variables leads to job satisfaction among public secondary 

schools teachers in Kaduna State and in a developing 

country like Nigeria which is relatedly unexplored. This 

study examine the relationship between performance 

appraisal and employee`s job satisfaction through the 

moderating role of organizational justice in public 

secondary schools. This study is considering organizational 

justice as a moderator in order to explore the relationship 

among the study variables. Hence, this study will provide 

knowledge that may benefit public secondary schools on 

how to increase job satisfaction. Finally, the study depicts 

that, organizational justice is one of the most important 
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internal leading factors affecting the employee performance 

and that when there is mutually constructed perception of 

fairness/equity among the employees, he/she will have sense 

of belonging within the organization, which subsequently 

can be a rationale for improving their job performance and 

in turn brings about positive performance appraisal. 

 

 

Introduction 

All over the world, schools are considered as the citadel of academic excellence, 

knowledge, source of intellectualism and above all, the suitable environment for the 

grooming future leaders (Cricelli, Greco, Grimaldi, & Dueñas, 2018; Philip & 

Adeshola, 2013). It serves as an institution of learning and moulding good character 

in the society. It is important to understand that one of the utmost factors to achieving 

the aims and objectives of any educational university system is the teacher (ULO & 

NKWEDE, 2013), and the  performance appraisal is not only centred on their 

qualification and competence, but also their job satisfaction  which encourages them 

to put in their best (Istichomah, Suroso, & Dimyati, 2018). The teachers serve as key 

players in the educational system as the survival or otherwise of any school depends 

on sound and dedicated teachers. Therefore, it is expected that the government support 

the teachers with the appropriate packages (improved condition of service, working 

tools, welfare package, promotion of qualified personnel, etc.) in accordance to their 

employment contract so as to withstand the security challenges bedevilling the nation 

but reverse is the case (Ogunyemi, 2016).This has led to series of industrial actions in 

other sectors of Nigeria economy and it is on this note that this study intends to look 

into performance appraisal, job satisfaction and organizational justice. 

Most modern organizations rely upon some form of performance appraisal system to 

provide employees with feedback about their performance and to help the organization 

make decisions about such things as pay increases and promotions (Cleveland, 

Murphy, & Williams, 1989). Research on performance appraisal dates back at least as 

far as the early 1920s, and has continued to the present day. Therefore, it would seem 

reasonable to assume that practitioners could look to this research and find out how to 

design and implement performance appraisal systems that would help organizations 

improve individual performance. Yet this is not the case. In fact, practitioners continue 

to complain about how academic research in this area has been of limited usefulness, 

and academics continue to bemoan the state of affairs on the practice front (Banks & 
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Murphy, 1985). One of the responsibilities of management is to ensure that an 

organization functions effectively and efficiently. In order to achieve these goals, 

managers must be able to determine and assess performance levels of both an 

organization and its individual employees (Kurt, 2014). 

Performance appraisal also has been described as a management tool designed to 

encourage communications in the office, improve the quality of work produced, and 

promote individual accountability. This is the concept underpinning the legal 

requirement that all agencies evaluate employee performance (Van Steenbergen, van 

der Ven, Peeters, & Taris, 2018). Within the context of formal performance appraisal 

requirements, rating has been used to mean evaluating employee performance against 

the elements and standards in an employee's performance appraisal plan and assigning 

a rating of record. It is extremely important that employees have the proper knowledge, 

skills, and attitudes to perform well in their jobs.  

 Irrespective of what the organization’s intentions are when conducting performance 

appraisal, it produces a feedback that can either be positive or negative to both the 

management and the employees. Managing employee performance is an integral part 

of the work that all managers and officials perform in any institution. Again, uses for 

performance appraisal have included organization justice (that is equal employment 

opportunity considerations), promotions and salary increases. Primarily, performance 

appraisal has been considered an overall system for controlling an organization 

(Pettijohn, Pettijohn, & d'Amico, 2001).  

 

Furthermore, previous studies on performance appraisal have the same opinion which 

shows the important role it plays in enhancing employee’s perception regarding their 

job and employer (DeNisi & Pritchard, 2006; Gu, Nolan, & Rowley, 2020; Schneir & 

Carrol, 1982; Setiawati & Ariani, 2020), but it also needs further empirical research 

on numerous scope, various national cultures and other differences among cross-

national (Subramanian & Cisma, 2020). This is because results from previous studies 

carried out in other parts of the world cannot be generalized due to cultural differences. 

Also, results from previous studies indicated that there is significant relationship 

between performance appraisal and job satisfaction (Agrawal, Singh, & Ghosh, 2020; 

Kumar, 2020; Rahimli, 2020), while others revealed insignificant relationship (Arifin, 

2015; Asrar-ul-Haq, Kuchinke, & Iqbal, 2017) and this inconsistencies necessitates 

the introduction of mediating variable in shedding more light on the relationship 

between performance appraisal and job satisfaction. 

Based on the above reasons, this paper intends to use organizational justice as 

mediating variable on performance appraisal and job satisfaction so as to empirically 

test these relationships in Nigeria since most of the studies on performance appraisal 
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are in western world and there is need for such in Nigeria. Therefore, performance 

appraisal would serve as the independent variable, while organizational justice is the 

mediating variable and job satisfaction is the dependent variable in accordance to 

previous suggestions (Baron & Kenny, 1986).  

 

The concept of Employee Performance Appraisal 

Performance appraisal is to assess and evaluate the performance of employees towards 

the objectives of the organisation. Performance appraisal has now become a very 

important part of human resource management. It is the basis for other personnel 

programs in many of the organisations like counseling, salary administration, or 

personnel planning. With the decline of careers in organisation, human resource 

management techniques such as performance appraisal has become more important in 

motivating and controlling the workforce (Brown, Hyatt, & Benson, 2010; Fletcher, 

2001; ISAAC, 2011; Karimi, Malik, & Hussain, 2011; Selvarajan & Cloninger, 2012; 

Stewart, Oliver, Cravens, & Oishi, 2017). Appraisal is now seen by some 

commentators as being much more significant in maintaining employee loyalty and 

commitment than in directly managing performance (Brown et al., 2010; Jafri, 2017). 

Appraisal system formulates the review part of the performance cycle. Appraisal 

systems are designed on a central basis by personnel function, each manager evaluate 

the performance of their staff on an annual, six-monthly or even quarterly basis. As 

observed by John (2019) that conventionally, appraisal system has been applicable to 

the staff those are in higher management and supervisory positions, but with new 

developments, it is also applicable even to the clerical staff and secretarial staff. 

Appraisal systems are been applicable in all the parts of the organisation for the better 

performance of the employees. It tends to assess the performance of the employees 

and reward them accordingly (Bernardin & Wiatrowski, 2013; Dugguh & Dennis, 

2014; Welbourne, Johnson, & Erez, 1998). This can be used to identify the problems 

and improve current performance, provide feedback. It also can be used to set the 

organisation objectives, provide information to the human resource personnel, 

selection process and as a reward or punishments (Arulrajah, Opatha, & Nawaratne, 

2015; Otley, 1999; Shalley & Gilson, 2004). Appraisal can be divided into three 

categories, reward reviews, potential reviews, and performance reviews, and the 

appraisal system should satisfy at least one of those (Phil, 2016). Manager should be 

very careful in reviewing the primary purpose of the appraisal system.  

Although appraisals exercise are very vital in organization, but then, implementation 

is often disturbed. Studies have observed a case described as “vanishing performance 

appraisal” (Varela-Neira, del Río Araujo, & Sanmartín, 2018). Research shows that 

most of managers/leaders reported having make performance reviews; on the other 
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hand most of subordinates indicate never receiving any performance appraisal. Other 

studies found that performance appraisal assessment are affected by politics in the 

organization (Longenecker, Sims Jr, & Gioia, 1987), cognitive processing possess 

limitations on the rater (Tziner & Rabenu, 2018), and the social/organizational context 

in which performance appraisal are conducted (Levy & Williams, 2004). These have 

revealed the fact that the performance appraisal methods contain a good deal of 

ambiguity as well as room for reasonable people to disagree. This has made it 

necessary for organizations to approach performance appraisal evaluations with their 

subjectivity.  

 

Concept of Job Satisfaction 

Job satisfaction is an important element in any organization globally. The concept has 

so many definitions. The most notable among the definitions is the one given by 

Piccolo, Judge, Takahashi, Watanabe, and Locke (2005)  who viewed it as a positive 

emotional state that comes from the assessment of individual`s job and his job 

experiences”. Job satisfaction encompasses emotional, cognitive, and behavioural 

aspect (Mohd Nadzir, 2015). The emotional side comprises of job-related feelings like 

boredom, anxiety, acknowledgement and excitement. The cognitive part on the other 

hand relates to beliefs regarding to individual job whether it is respectable, mentally 

demanding/challenging and rewarding. Also, the behavioural part is made up of 

employee's actions regarding to their work like tardiness, coming to work late, 

faking ailment in order to avoid work (Ebuara & Coker, 2012). Job satisfaction has 

also been conceived as the positive attitudes relating to emotional dispositions people 

may benefit from work or through different aspects of the work.  

According to this, although job satisfaction is under the influence of many external 

factors, it remains something internal that has to do with the way how the employee 

feels. Also, it is a worker’s sense of achievement and success on the job. It is generally 

perceived to be directly linked to productivity as well as to personal well-being. It 

further implies enthusiasm, happiness with one’s work, key ingredient that leads to 

recognition, income, promotion and the achievement of other goals that lead to a 

feeling of fulfilment (Kaliski,2007). More importantly, research has shown that job 

satisfaction has positive impact on important job outcome (Lambert & Hogan, 2009) 

and has negative link with other unwanted employee behaviour such as turnover, 

intention to quit (Meyer & Maltin, 2010). Therefore, ensuring employee job 

satisfaction is necessary because they have become a very critical source of sustainable 

competitive advantage among organizations (Ojo, Bailey, Chater, & Hewson, 2018; 

Poovitha, Ambika, & Lavanya, 2018). Therefore, employee commitment and job 

satisfaction are very critical if an organization is to be successful. 
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Relationship between Job Satisfaction and Performance Appraisal 

Studies in cognitive psychology indicates that measurable and challenging goals aids 

in aligning employees’ and organizations’ goals resulting to higher levels of 

motivation and therefore, resulting in employees’ work effort (Locke & Latham, 

2002). Similarly, goal-setting theory advocates that the level of goal attainment is 

closely related to employee job satisfaction. In most cases, organizations link goal 

attainment to remuneration systems such as performance-related pay. Studies such as 

Kord and Tamini (2012) studied job satisfaction and organizational commitment of 

Bank Employees of Iran and India” ascertained the relationships between job 

satisfaction and organizational commitment and a significant positive relationship 

between job satisfaction and organizational was found.  The studies above leads us to 

the hypothesis below: 

H1: there will be a significant relationship between job satisfaction and performance 

appraisal 

 

Concept of Organizational Justice 

Organizational justice is another variable that could predict teachers’ performance 

appraisal. This variable is an important organizational tool that possesses the prospect 

of making powerful gain for the organizations and employees. These gains range from 

greater trust and commitment, optimum job performance, citizenship behaviour, 

customer satisfaction, to reduced conflict and employee job satisfaction (Viseu, Rus, 

& de Jesus, 2015). Also, there are mutual alteration expectations regarding inputs and 

outcomes in every job and employment relationship between employees and the 

organization (Chou, Seng-cho, Jiang, & Klein, 2013). The fairness of these alterations, 

the equity perception of employees about methods used within the organization, the 

behaviour of the organization towards employees and the reaction of employees to 

their perceptions all underlie organizational justice. Organizational justice is becoming 

one of the most important motivation theories and is now one of the leading research 

subjects in the field of organizational behaviour, working psychology and human 

resources (Cojuharenco & Patient, 2013). Employees pay attention to justice within 

their organization (Folger, 2018) and as a result, employees’ perceptions of 

organizational justice can affect organizational commitment, job satisfaction, 

organizational citizenship behaviour, entrepreneurship and the organizational trust of 

employees (Zhang, 2014).  

 

Furthermore, organizational justice is one of the most important internal leading 

factors affecting the performance, emotion and behaviour of human resources 

(Farhadi, Ghasemi, Ansarifar, Kahyani, & Moghadam, 2018; Quratulain, Khan, 
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Crawshaw, Arain, & Hameed, 2018; Zhang, 2014). Organizational justice is generally 

divided into three aspects: distributive, procedural and interactional justice (Wang, 

Liao, Xia, & Chang, 2010). Therefore, the management of organizational justice 

demonstrated suggestions for creating fairness into frequently used organizational 

activities including work engagement and performance appraisal. Elamin & Alumim, 

(2011) asserted that there was a significant relationship exist between the age of 

respondent and his perception of organizational justice but there was no significant 

relationship exist between the gender, educational level of respondent for 

organizational justice. Norms and value of people s are different so there is existence 

of diversity in many organizations, they argues that people perception of justice 

depend on the ethnical culture of organization like in their study reflect that honesty 

,respect, courtesy are most important factor in Arabian organizational justice 

perception (Al Afari, 2014).  

H2: organizational justice mediates the relationship between job performance and 

performance appraisal. 

 

Relationship between Organizational Justice and Performance Appraisal 

Although there are limited empirical and meta-analysis studies about the relationship 

between organizational justice and employee performance (for instance (Alder & 

Tompkins, 1997; Cohen-Charash & Spector, 2001; Suliman & Al Kathairi, 2013), 

findings about the nature, significance and power of these two variables are 

contradictory. For example, Cohen-Charash & Spector (2001), who conducted a meta-

analysis on the impact of organizational justice on employee performance appraisal, 

established that the major determinant of employee performance appraisal is 

procedural justice, with distributive and interactive justice having almost no impact on 

employee performance appraisal. Suliman (2007), on the other hand, asserted that 

distributive, procedural and interactional justices have a significant and positive 

impact both on self-rated performance and supervisor-rated performance. The present 

study develops the hypothesis below based on previous literatures findings: 

H3: there is a significant relationship between organizational justice and performance 

appraisal. 

 

Reasons for Performance Appraisal 

Performance appraisal gives the manager opportunity to change corporate values 

which are important instrument in control process. Thus, finding a growing use of 

appraisal systems for non-managerial employees that are based on social, attitudinal 

and trait attributes (Prowse & Prowse, 2009). Employees are now being appraised not 

only on objective measures such as attendance, productivity and quality but also on 
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subjective measures such as flexibility, loyalty etc. performance appraisal helps in 

increasing the efficiency of workforce which in turn helps in achieving the objectives 

set by an organisation (Deb, 2009; Grote & Grote, 1996). It is one of the most 

important components in the systematic approach of Human Resource Management 

(Badejo, 2015; Goel, 2012; Othman, 2014). It is the process of assessing and 

evaluating the performance of employees according to the objectives of the 

organisation. It can also be described as a procedure which involves the regular use of 

recorded assessment of an individual performance and potential (Long, 2009). A 

primary aim of the performance appraisal is to measure the performance of an 

individual against the given objectives. Performance appraisal includes the employees, 

management, supervisors and the units those are most responsible in the organisation. 

Manual staff such as skilled employees and employees with technical duties is also 

subject to appraisal. Many organisations use performance appraisal even for other 

personnel programs, like counselling, salary administration, promotions or personnel 

planning etc (Sumelius, Björkman, Ehrnrooth, Mäkelä, & Smale, 2014). It acts as a 

means of communication between the boss and the sub ordinates required by the 

company or organisation. There are many possible uses of performance appraisal, but 

a wise user of the technique will choose among the possibilities and confine 

performance appraisal to those activities that will meet limited, specific goals (Gabris 

& Ihrke, 2000).  

Performance appraisal system helps in measuring the performance of individuals 

against the set objectives of the organisation and the tasks provided to an individual, 

and rewarding them accordingly. It is also the basis for recruiting the new people, 

provide feedback, increase motivation, identify potential, study the skills of the 

employees, training to be provided according to the objectives and the work given and 

let people know that what is expected from them against the organisation and solve 

the job problems (Harter et al., 2006). A change in payment systems has also helped 

in growth and development of performance appraisal. Reward systems and increased 

use of merit and performance have been associated with the development of 

performance appraisal (Fletcher, 2001; Levy & Williams, 2004). It would be clear that 

performance appraisal practices those are operating from past ten years or so may be 

effective in many organisations today. New developments has reduced the role of 

performance appraisal, they now are being used as a measure to achieve organizational 

objectives, considerable experimentation and innovation. In fact performance 

appraisal has become more wide spread. New forms of appraisals have also been 

developed (Armstrong & Baron, 2000; Levy & Williams, 2004). 
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Development of performance appraisal 

Informal system of performance appraisal exists as long as people work together; 

evaluation of employees at work is the universal tendency. The history of formal 

system of performance appraisal is short. With the new developments performance 

appraisal has become an important element of human resource management. As 

observed by (Mathew, 2014) that wide ranges of methods are used to conduct the 

performance appraisals such as from ranking schemes and competency based systems 

to complex behavioural anchored rating schemes. Performance appraisal nature is 

mostly based on the objectives of management and the available resources for 

commitment. Simpler ranking and rating schemes are adopted by the small 

organisations with limited HR expertise, whereas schemes such as competency based 

and 360 appraisals are adopted by the larger organisations (Aguinis, Gottfredson, & 

Joo, 2012; Bracken & Church, 2013). Most of the managements use only one type of 

appraisal system. Some organisations provide the choice for employees about methods 

in how they should be appraised. Few organisations adopt multiple systems to separate 

reward and non-reward aspects of appraisal and different systems to different 

occupational groups and different parts of the organisation. 

 

Theoretical framework 

Theory of Behavioural Management 

Behavioural management theory was developed in response to the need to account for 

employee behaviour and motivation. The shift moved management from a production 

orientation (classical leadership theory) to a leadership style focused on the workers' 

human need for work-related satisfaction and good working conditions (Cook & 

Hunsaker, 2001). However, long before theorists started writing about employee 

satisfaction and good working conditions, management considered classical 

leadership, with its sole interest in high production and efficiency, to be the most 

important to an organization's success. Later, it was concern for worker satisfaction, 

equity and good working conditions that formed the foundation for behavioural 

management theory. This theory relies on the notion that managers will better 

understand the human aspect to workers and treat employees as important assets to 

achieve goals (Steers, Mowday, & Shapiro, 2004). Management taking a special 

interest in workers makes them feel like part of a special group. As time went on, 

thinking shifted, and management started looking at employee satisfaction, equity and 

working conditions as a way to increase productivity. Theorists such as Elton Mayo 

and others studied employee productivity under different conditions to determine a 

connection.  

https://study.com/academy/lesson/classical-leadership-theories-lesson-quiz.html
https://study.com/academy/lesson/classical-leadership-theories-lesson-quiz.html
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Mayo (2014) experiment provides a good example of this. In the Hawthorne 

experiment, a group of telephone line workers were separated and observed working 

in a private room. During their workday, the group members were given special 

privileges, like freedom to leave their workstations, changes in pay rates, and even 

company-sponsored lunch. What they discovered was the control group produced 

more than the other employees. The rationale for this increased production was that 

the group felt that management was interested in their well-being. This began the 

human relations movement for management. If all management had to do was spend 

time, express interest in workers' personal well-being, and reward them for a job well 

done, workers would feel motivated to work harder. In fact, behaviour towards work 

would be positive. 

 

Human Relation Management Theory 

The human relations theory of management began development in the early 1920's 

during the industrial revolution. At that time, the human relations theory of 

management began development in the early 1920's during the industrial revolution. 

At that time, productivity was the focus of business. Professor Elton Mayo began his 

experiments (the Hawthorne Studies), to prove the importance of people for 

productivity - not machines. The human relations management theory is a researched 

belief that people desire to be part of a supportive team that facilitates development 

and growth. Therefore, if employees receive special attention and are encouraged to 

participate, they perceive their work has significance, and they are motivated to be 

more productive, resulting in high quality work. 

 

Scientific Theory of Management 

Scientific management theory was introduced by Frederick Winslow Taylor with the 

aim of ‘increasing productivity and reducing labour cost’ (Chand, 2017). According 

to Taylor, scientific management means knowing exactly what you want men/women  

to do and then see in that they do it in the best and cheapest way’. However, the features 

of scientific management are systematic approach, discard traditional management, 

require strict observance of rules and improve the efficiency of workers. Systematic 

approach is ensure that all activities where accomplish in a systematic and scientific 

manner. Here, systematic approach simply means that the production process was 

systematically flow while employees were selected, trained and allocated to a 

particular area with a specific task to do in order to complete the process efficiently. 

For example, in USA the founder of Ford Company named Ford was adopted scientific 

management system for producing a car (Chand, 2017). Discard traditional 

management is another feature of scientific management which discard a rule-of-

https://study.com/academy/lesson/human-relations-movement-in-management-theory-lesson-quiz.html
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thumb work methods with a method based on a scientific study of the tasks (Chand 

2017). According with Devi et al. (2016) she describes that the traditional management 

was discarded for the aim of improving the efficiency of the employee in the 

workplace. Another features of scientific management, require strict observance of 

rules, means that employee were required to follow or stick to rules and procedure that 

set by the employer. In this features, employee are considered as a robotic machines 

and are closely monitored (Derek, 2017). Therefore, scientific management was 

introduced by Taylor to improve employee’s efficiency at work as well as cutting 

down the cost of labour.  

Thus, based on the literature reviewed and the theoretical framework discussed above, 

a conceptual model for the study can be built as depicted in figure 1 below showing 

relationships between the variables that is, performance appraisal, the mediating 

variable and its predictor. 

                                                        Mediating Variable 

  

  

  

  

 

           

 

Dependent Variable           Independent Variable 

 

 

 

 

 

 

 

Figure 1: The conceptual model for the study 

 

Proposed conceptual model  

As mentioned previously, the aim of the paper is to present a model which shows the 

relationship between job satisfaction, organizational justice and performance 

appraisal. A review of the literature brings about the proposed model. The model 

depicts the mediating role of organizational justice on the relationship between job 

satisfaction and performance appraisal. The thick line depicts direct relationship while 

the thin line shows the mediating variable. The proposed model reveals that the 
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relationship between job satisfaction and performance appraisal is contingent on the 

mediating variable which is organizational justice. In the same vein, the proposed 

model shows that organizational justice is directly related to performance appraisal 

and also job satisfaction is related to organizational justice. 

 

Conclusion: 

The present proposed model shows the relationship between job satisfaction, 

organizational justice and performance appraisal of secondary school teachers in 

Kaduna state. A critical review of the literature reveals that job satisfaction is related 

to performance appraisal. The model shows that a satisfied worker will definitely have 

a good performance appraisal and also shows that an institution or school that possess 

organizational justice will yield a better performance appraisal. The proposed model 

depicts that schools that offer uniform organizational justice for all instead of 

favouritism will achieve higher performance appraisal. 

More so, review of extant literature shown that, the level of job satisfaction can be a 

key lever for increasing productivity and job performance and as such influence the 

performance appraisal of the employee. Lastly, findings from the study showed that, 

organizational justice is one of the most important internal leading factors affecting 

the employee performance, emotion and behaviour of human resources. And that when 

there is mutually constructed perception of fairness/equity among the employees, 

he/she will have sense of belonging within the organization, which afterward can be a 

rationale for improving their performance appraisal. Consequently, it is recommended 

that public schools administrators should imbibe organizational justice, which focuses 

on perceptions of fairness in organizations, it involves classifying employees’ opinion 

and feelings about the way they have been treated and others in the organization. That 

is, the management of public schools should exhibit fairness in appraising the 

performance of employees as it tends to enhance job satisfaction. 

In practical terms, the proposed conceptual paper will serve as a guide for policy 

makers, principal, ministries of education in the field of organizational justice in 

conducting future research on the relationship between job satisfaction and 

performance appraisal with mediating role of organizational justice. 
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