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Abstract 
This paper aims to investigate the impact of performance appraisal on 

employee job satisfaction and employee motivation through a 

moderation of distributive justice, in the educational institutions of 

Pakistan. A multi-dimensional questionnaire is designed to gauge 

results.  A sample survey consisted 350 employees was selected through 

multi- stage sampling technique. A Descriptive, multiple regression and 

correlation model had been used to analyze the composed data. The 

study found that distributive justice has a constructive impact on 

motivation, job satisfaction, personal development and ultimately on 

employee performance appraisal. The study also recommend that the 

level of job satisfaction and motivation can be elevated among 

employees by competency based pay and incentives. Further, this 

research is specifically calculated to maximize the potential of 

employees. 
 

Keywords: Employee Motivation, Job satisfaction, Performance 

Appraisal, Distributive Justice 
 

Introduction: 
The Phenomena of performance appraisal was discovered by McEvoy 

(1990) and according to him that’s very important problem for public 

organizations. Performance appraisal plays significant role in job 

performance of employees and it also increases productivity of the 

organization (Certo, 2015). To measure actual performance of an 

employee is the most crucial and important aspect of performance 

appraisal.  Performance appraisal is a continuous process and it is taken 
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time and again in an organization. It is measured by performing a 

stipulated task in the organization. 
 

Performance appraisal is not an easy task. It needs some techniques to be 

adopted while administering performance appraisal. It is of immense 

importance for appraiser to choose valid and authentic techniques to be 

used for measuring or assessing performance of employees. It is also 

important for evaluator to select a standardized performance level for 

each employee and then compare the actual performance of the 

employee with the standardized performance. All measures and 

procedures that are taken for performance appraisal result in the 

evaluation of employees and thus improving organizational productivity. 

Performance appraisal is a tedious process and it result in the better 

performance of the employee and also of the organization. According to 

Murphy & Cleveland (1991), it is important for appraiser and employee 

to accept performance appraisal system in order to result in effective 

system in the organization. They are of the view that acceptance by the 

employee is a function of both the process and outcomes of performance 

appraisal system (Usmani & Jamal, 2013). 
 

The aim of performance appraisal is to enhance effectiveness and 

performance of the organization. An important function of performance 

appraisal is that it shows true picture to employees where they stand. 

Most of the researchers on this topic have different findings which come 

from their personal and professional experiences. Cognitive process in 

appraisal system is that process which relates to the thoughts and 

judgements of the appraiser. Different factors are involved that affect 

judgement of the evaluator.  These factors may be listed as structure of 

the organization, interpersonal relationship, and beliefs (DeNisi, et al. 

1984). The performance appraisal process is increasingly seen as a key 

link between employee behavior and an organization’s strategic 

objectives. Unfortunately, performance reviews often fail to change how 

people work, and dissatisfaction with the appraisal process has been 

associated with general job dissatisfaction, lower organizational 

commitment, and increased intentions to quit. Recent research has 

identified a number of factors related to reactions to performance 
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appraisals in general and appraisal satisfaction in particular (Dusterhoff, 

Cunningham, & MacGregor, 2014).  
 

According to Murphy & Cleveland (1991), an important issue for 

appraisal system is the selection of suitable techniques to be used. They 

suggested that one such area that needs to be addressed is the reaction of 

the employees to the appraisal system.  Performance appraisal is also 

depends on subjectivity and personal consideration of the raters. 

Sometime mental stuff of the appraiser also influences outcomes of the 

appraisal system. Some other factors like experience of the evaluator, his 

personal beliefs and perception also affect performance appraisal result. 

The perception of fairness in performance appraisal is subjective and it 

changes among employees and, also among organizations (Lafave, 2008; 

Cheng, 2014).  
 

In the past no single empirical study has demonstrate the relationship of 

Performance Appraisal with the job satisfaction, job motivation and 

personal development with the moderate effect of distributive justice. 

That was a gap in the previous body of knowledge so this study will help 

to fill this gap in the body of knowledge. Job satisfaction can be relates 

with the behavior of individual at the work place. Sometime employees 

are extremely satisfied or extremely dissatisfied with their job and it 

positively or negatively affect performance of the employees. An 

employee has different apprehensions at workplace, like load of work, 

different attitudes about work atmosphere. Employees’ relation with 

other colleagues and with supervisor also has direct influence on his job 

performance. It is of immense important for organizations to unleash all 

such factors that affect employees’ job performance and organizational 

commitment. Factors that influence job performance of employees are 

listed as nature and schedule of work, opportunities for personal growth, 

salary, management style of the boss, and workplace environment 

(Choon & Embi, 2012). 
 

In the nineteen eighties decade, Organizational justice was mainly 

concerned for distributive justice. It was Adam (1965) who propounded 

his equity theory and thus provided ground for most of the research work 

that were related to distributive justice (Bernerth, Field, Giles & Cole 

2006). In this current research study we examine relationship between 
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employees’ performance and appraisal with the job satisfaction, 

motivation and personal development with the mediation of Distributive 

justice. This study will help in future in such a way that company should 

keep in mind about all the aspects of the study so that an employee 

should motivate towards the goal of the organization and satisfied with 

the organization and also his personal development is possible. As we 

know that a satisfied and motivated employee is a valuable asset for the 

organization and so that will beneficent for the organizational prospect 

for long run. The effect of organizational justice on the job satisfaction 

of employees has been researched by different researchers. Job 

satisfaction is the attitude of an employee towards organization (Kumar, 

et al 2009). Job satisfaction is the explicit or implicit end goal of every 

model of career guidance (Eggerth, 2015).  
 

At workplace environment, an employee shows more positive attitudes 

and behaviors. Employees are more satisfied in such organizations 

where they feel that organization give due importance to them (Usmani 

& Jamal. 2013). Equity theory discuss that employees should be access 

by their input and outputs while comparing with others. Input are that 

which an employee invest organization in the form of job and, in return 

employee receives outcomes. In this study we investigated performance 

appraisals by executing distributive justice to persuade their employees 

and also determine the effectiveness of performance appraisals 

outcomes. The purpose of this current research study is to establish an 

impact of performance appraisal on employees’ job satisfaction and 

motivation and personal development. By this study we try to find that 

distributive justice has an impact on motivation, job satisfaction, 

personal development and ultimately on employee performance 

appraisal. The study also recommends that employees’ job satisfaction 

could be elevated among employees by competency based pay and 

incentives (McFarlin & Sweeney, 1992; Jung & Shin, 2015)  
 

Literature Review 

Employee performance Appraisal and Employee Motivation  
There are certain factors that are driven by a Performance Appraisal that 

influences on employee’s motivation. These are as follows:  
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1) Salary/Pay hike: Most employees look forward to an increment in 

their salary as a direct result of Performance Appraisal. In some 

companies there are standard salary hikes as per the grading system. But, 

in many companies the salary hike is given only after performance 

appraisal report is drawn by the supervisor.  

2) Promotions: In some organizations there could be a set policy of 

promoting an employee to the next grade or level after he has worked a 

certain number of years in a preceding grade. But, these days many 

organizations have adopted promotions as a tool to reward star 

performers. 

3) Incentives: Incentive is a one-time reward given to an employee to 

motivate employees for better performance. Incentive is aimed to 

achieve specific result.  

4) Career Development Opportunities: These can take the form of 

sending employees to sponsored courses with top universities, or 

enrolling them for certification programmers, training workshops.  

5) Changes in job profile: This could be clubbed with Promotion and 

includes preparing performing employees for higher responsibilities at 

the top management level. The above factors have a strong bearing on 

the motivation of employee’s and hence have been considered as 

independent variables as part of Performance Appraisal.  
 

Employee performance and Job Satisfaction 
Organization works as a social system of society whose asset is humans. 

Every organization is setup to accomplish certain goals. Every 

organization needs to have expert manager to accomplish organizational 

goals. Without the commitment and enduring efforts of managers, an 

organization cannot be succeeded. An effective manager change failure 

of organization into success. Morale of the employee and job satisfaction 

play significant role in organization productivity. Individual behaviors 

and job satisfaction are closely linked in work place. It is the 

combinations of all those behaviors and feelings that an employee has 

about his current organization and job status. The importance of job 

satisfaction is more evident when there arise many negative 

consequences result. These negative aspects result in job dissatisfaction 

and it result in negative behavior such as turnover from organization, 
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disloyalty with organization, increased absenteeism and low productivity 

of the organization (Aziri, 2011). 
 

When an organization works for the betterment of their employees and 

take care of their all responsibilities and they also have a good appraisal 

system which gives salary, bonus, and commission to each employee on 

time by keep in mind about their previous performance then employees 

are said to be satisfy with such organization. So we argued  

H1: Employee performance appraisal has positive and significant impact 

on employees’ job performance. 
 

Distributive Justice and Employee motivation 
According to Price & Muller (1986), distributive justice is the 

phenomena when performance of employee is related with rewards and 

punishment. Adam (1963) theory of equity is the base of this definition 

of distributive justice. Adam’s theory of equity states that an individual 

will judge a situation as equitable in connection with other individual’s 

effort outcome ratio is to that of another individual. It means that 

distributive justice is not only the dispensation of punishment and 

reward, but it is the equity of the rewards that is distributed among 

employee in the organization. Individual and contextual factors play an 

important role in shaping the perceptual and emotional processes by 

which individuals form reactions to undesirable affective workplace 

events. It is noted that increased in pay result in high degree of intrinsic 

motivation of the employee. It is also possible that reward contingencies 

are linked to decreased motivation if it is experienced as controlling the 

individual behavior at work place (Deci, et al. 1999). The environment is 

the most influential job search motivation factor . So if in an 

organization distributive justice is important and give high ranking then 

the employee of that organization is self-motivate towards the goals and 

objectives of the organization. So we argued that  

H2: Distributive justice has significant positive impact on employee 

motivation 
 

Distributive Justice and Job Satisfaction 
Job satisfaction is treated as dependent variable in this current research 

study. When an employee receives unfair treatment, it results in low 
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commitment of the employees and high turnover ratio of employees 

from organization (Fernandes & Awamleh, 2006) There for the role of 

job satisfaction cannot be denied in attracting and retaining competent 

and expert individuals. Job satisfaction is the degree of feeling between 

what one wants and what he/she receives while performing task in 

organization. Job satisfaction may be described as the affective reaction 

of an individual towards different intrinsic and extrinsic characteristics 

of the job. When employee is satisfied from job, it brings innovation in 

workplace and work for continuous improvement of the organization. 

Satisfied workers are more involved in performing different task in the 

organization. It is concluded that distributive justice is positively and 

significantly related with job satisfaction (Stilwell & Brock, 1996).  
 

Organizational justice is an important factor that immensely contributes 

to job satisfaction of employees. It is mainly concerned with the fair 

treatment of the employees. Organizational justice covers vast area and it 

is versatile topic that relates to everything in the system of organization. 

Organizational justice has three main dimensions. These are procedural 

justice, distributive justice, and interpersonal justice. Interpersonal 

justice is further divided into informational justice and interactional 

justice (Colquitt, et al. 2005). When employees feel that they are fairly 

treated in the organization, they are more satisfied from their job. Job 

satisfaction also increases productivity of the organization. It also 

enhances commitment level of the organization (Greenberg & Zapata-

Phelan, 2005;). It is essential for decision taker to give due importance to 

issues related to employee hiring, allocation of monetary resources, and 

making new policy or changing exiting policy, because it affect different 

employees in the organization. So we concluded  

H3: Distributive justice has positive and significant impact on job 

satisfaction 
 

Moderation of Distributive Justice in Performance Appraisal 

and Employee Motivation 
If in an organization distributive justice is important and gives high 

ranking then the employee of that organization is self-motivate towards 

the goals and objectives of the organization. A research done by 

Kamphorst and Swank (2012) revealed that a positive appraisal 
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motivates an employee more than a negative appraisal. A study done by 

Khan (2010) concluded that on an average 85% of the employees in an 

organization are motivated by performance appraisal. When distributive 

justice is high then the relation of performance appraisal and employee 

motivation is strengthen and when distributive justice is low it weaken 

that relationship. So we argued that  
 

H4: Distributive justice moderates the relation between performance 

appraisal and employee motivation  
 

Lack of distributive justice results in employee theft (Greenberg, 1990). 

It is noted that increased in pay result in high degree of intrinsic 

motivation of the employee. It is also possible that reward contingencies 

are linked to decreased motivation if it is experienced as controlling the 

individual behavior at work place (Deci, et al. 1999). So if in an 

organization distributive justice is important and give high ranking then 

the employee of that organization is self-motivate towards the goals and 

objectives of the organization.  When distributive justice is high the 

relation of performance appraisal and job satisfaction is strengthen 

otherwise weaken. So we argued  
 

H5: Distributive justice moderates the relation between performance 

appraisal and job satisfaction 

 

 

 

 

 

 

 

 

 

 

Figure 1: Proposed Research Model 

   

Research Methodology 
In this part of the paper we will discuss our population sample and how 

we collect data and all about questionnaire.  
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Research Design 
The study follows quantitative method of research. Quantitative method 

is appropriate for this study because the area of study was private sector 

universities, in these study questionnaires were distributed to employees 

that are working in administration. The aim of study was to find out the 

views of employees. The research design of this study is non-contrived 

and non-experimental in nature. The purpose of this research study is 

hypothesis testing. This study is cross sectional in nature. The nature of 

this research is both causal and correlation; the focus was to minimize 

interference in normal workflow.  
 

Validity and Reliability  

Validity was made sure by conducting factor analysis which is based 

upon statistical procedures determining characteristics that relate to each 

other. This is conducted to identify the relationships between variables, 

identifying variables clusters and disentangling them that are closely 

linked together 

The reliability wais tested on the items internal consistency that was 

made sure through individual questions in our questionnaire that is 

further measured through statistical procedures with Cronbach’s alpha 

coefficient Cronbach’s alpha is approximation of the average of split-

half reliability estimates 
 

Measure used/Scale/Instrument used 

 All variables of this study is measured by using five Point Likert scale 

ranging from 1 = strongly disagree to 5= strongly agree. 

 Employee Motivation 

 This variable was measured by using 6 item scale of Mowday et al 

(1979). Sample item include “A feeling of being involved”. Cronbach’s 

alpha reliability of the scale was found “0.703”.  

Job Satisfaction 

 This variable was measured by using 3 item scale of Mowday et al 

(1979). Sample item include “Everyone give due importance to my 

opinions at workplace”. Cronbach’s alpha reliability of the scale was 

found “0.732”.  

Distributive Justice 
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 This variable was measured by using 5 item scale of Awamleh and 

Fernandes (2006). Sample item include “I receive fair reward overall”. 

Cronbach’s alpha reliability of the scale was found “0.793”.  

Employee Performance Appraisal  

This variable was measured by using 21 item scale of Boreman, & 

Motowidlo, (1993). Sample item include “I adequately complete duties 

assigned to me”. Cronbach’s alpha reliability of the scale was “0.883”.  
 

Population/Sample/Data collection  

In this study the population embraced the employees of educational 

institutions of Pakistan. Employees of private sector universities located 

in Peshawar are the respondents of this research study. This population 

was best fit for representing our data because this population will give us 

information which is quite helpful to test our research model. Private 

sector universities include City University, Abasyn University, Qurtuba 

University, Iqra University, and Sarhad University. The sample of the 

study consists of employees of private sector universities located in 

Peshawar city. The sample of this study is 350 employees of the private 

sector universities. Convenient sampling technique was used. Data was 

collected from self-administered questionnaire. Through convenient 

sampling technique 350 questionnaires were distributed through the 

selected sample, from which 260 questionnaires were received back. Out 

of 260 questionnaires 230 were useable having a response rate of 65%.  
 

Research Ethics  

Participation in this study was voluntary and each respondents was 

assured of the anonymity and confidentiality and they were assured of 

the fact that there data will kept secret.  
 

Demographic statistics of the Sample 

In the total sample of the study, 76.5% were male and 23.5% were 

female. Out of these 93% were married and 7% of respondents were 

unmarried. Average age of the respondents was 26-35 years. Average 

income the respondents were 40,000 to 50,000.  
 

Results/Findings 

 In this section we will interpret the results and findings of our study. 
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Table 1 One Way Anova 

    EM JS 

Demographics F p F p 

Gender 3.41 0.06 1.4 0.23 

Age 0.73 0.57 2.44 .047* 

Marital Status 0.01 0.91 0.61 0.41 

Income 1.65 0.16 0.4 0.8 
EM=Employee Motivation 

JS= job satisfaction 

*shows significance (p≤0.05)  
 

Control Variables 
Table 1 shows the control variable for each dependent. In case of Job 

Satisfaction (JS), p value of age (P=.047) is significant because it’s less 

than 0.05 so we have to control age for JS when we run regression 

analysis.  

Correlation  
Table 2 Correlation 

  Mean S-D     1     2            3   4 

PA 3.25 0.44 (0.883) 

   DJ 3.35 0.75 0.335 (0.793) 

  JS 3.62 0.83 -0.103 -0.028 (0.732) 

 EM 3.39 0.71 0.123 .132* -0.061 (0.703) 
PA= Performance Appraisal  

DJ= Distributive Justice 

JS=Job Satisfaction 

EM= Employee Motivation 

S-D= Standard Deviation  

*shows p<0.05 

Table 2 shows the mean and standard deviation of each variable. 

Correlation table shows that distributive justice has degree of association 

with employee motivation it provides initial support to our hypothesis. In 

the same way Table 2 shows that EP has no association with Job 

satisfaction and employee motivation. This table provide us initial 

support that either our hypothesis is going to be supported or not. 
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Regression analysis 
Following table shows the regression analysis of study variables. Table 3 

shows regression analysis of the study variables. Upper part of the table 

shows direct relation (simple regression) of the variable which shows 

that Employee performance has no relation with the Job satisfaction and 

employee motivation. Which is shown by β=0.196*, β=o.-0.1*, 

respectively which shows that the first two hypotheses which is that 

employee motivation has a significant positive impact with job 

satisfaction, employee motivation are supported with our data. 
 

Table 3 Regression 

EM                  JS 

     Β R2 ∆R2      Β R2 ∆R2 

Step 1       

controls     0.001  

Step 2       

EP 0.196*  0.015  0.011 0.011 0.01 

Step 1       

controls     0.001  

Step 2       

DJ 0.125* 0.017  0.03 0.002 0.001 

Step 3       

EP  0.184 0.031 0.013 0.01 0.012 0.01 

Step 4       

EP*DJ 0.017* 0.031 0 0.02 0.012 0 

R2 = R square    ∆R2 = Change in R square 

EM = Employee Motivation  DJ = Distributive Justice 

EP = Employee Performance JS = Job Satisfaction 

** shows significant (P=0.000) * shows significant 

(P<0.05) 

n-s not significant (P> 0.05) 

Lower part of the table represents the hierarchical regression analysis 

through which we check the moderation of distributive justice with the 

other variables. In this we also check the impact of moderation. Results 

shows that distributive justice has significant positive impact on 

employee motivation (β=0.125*) and also significant with job 

satisfaction. Results show that moderation of distributive justice is also 

provide support because the β vale of the interactional terms is 
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significant (β=.017*) for employee motivation and (β=-.044*) and for 

job satisfaction. Thus it’s clear from the above table, that distributive 

justice moderate the relationship of employee performance appraisal 

with job motivation and job satisfaction.  
 

Discussion 
Employee performance has significant positive impact on employee 

motivation and our result provide support to our hypothesis. Past studies 

also shows that employee performance has significant positive impact 

with employee motivation. Employee motivation has significant positive 

impact on job satisfaction and our data provide support to our 

hypothesis. Past studies also provide support to our hypothesis. There 

are various factors that affect job satisfaction of the employees. These 

factors are management style of the boss, work place environment, 

salary and opportunities for personal growth. Distributive has significant 

positive impact on employee motivation and our data provide support to 

our hypothesis. Past studies also provide support to our hypothesis. It is 

also possible that rewards contingencies result in the decrease motivation 

of employees, if these contingencies are think to be as controlling 

individual behavior at work place (Deci, et al. 1999).  
 

Distributive justice has positive and significant relationship with job 

satisfactions. Our data provide support to our hypothesis. Past studies 

provide support to our hypothesis. It essential for decision taker to give 

special attention to different issues like funds allocation, policy making 

or changing existing policy and hiring new employees. Distributive 

justice moderates the relationship of employee performance and 

employee motivation and our data provide support to our hypothesis. 

This relation was also examined by some other researchers as well and 

they conclude that high salary plays significant role in the intrinsic 

motivation of employees (Kuvaas, 2006). Distributive justice moderates 

the relationship of employee motivation and job satisfaction and our data 

provide support to our hypothesis. This relation was also examined by 

some other researchers as well and they conclude that in order to 

compete in the modern and globalized world, it is essential for 

companies and organization to explore various factors that directly or 
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indirectly influence morale and job satisfaction of the employees (Al-

Zubi, 2010). 
 

Limitations and Direction for Future Research  
Although this study contributes important insight to the existing 

knowledge but also have some limitations. First, sample size of the study 

was too small; it may issue generalizability of results. So, in future one 

may select a large sample size and study the impact of performance 

appraisal on job satisfaction and employee motivation. Second, this 

study used convenient sampling technique it may have given birth to 

biasness in results. It will be better to use other sampling techniques 

specially probability sampling technique in order to get a biased free 

results. Third, geographical area covered for the study is constraint i.e. 

Peshawar. In future one may replicate this study in different cities or 

culture and in different organizations and settings.  
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