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ABSTRACT
Performance appraisal is a vital human resource management component for evaluating
employee contributions and productivity. It plays a significant role in aligning employee
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study advocates for integrating performance appraisals into the commission’s policy
framework. The limitations and implications for future study and practice are effectively
discussed.
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Introduction

Performance appraisal, a crucial element of human resource management, is widely regarded as an
essential modern tool for organizations to reward, motivate, and incentivize employees (Lyu et al., 2023).
It plays a significant role in aligning employee performance with organizational goals by evaluating
achievements and recognizing efforts through tangible rewards. This process helps boost morale and
drive engagement, which is critical for overall productivity (Collins, 2021; Uzochukwu et al., 2024). To
achieve strategic goals, organizations depend on high-performing employees (Riyanto et al., 2021).
Consequently, employers routinely monitor employee productivity to evaluate the workforce’s effective-
ness and pinpoint areas for necessary improvement. Setting clear, measurable objectives through per-
formance appraisal systems ensures that employees understand their roles and expectations, which is
vital for sustained improvement (Singh & Singh, 2019). The integration of performance appraisal systems
into human resource management is not just about evaluation but also about creating a culture of
continuous feedback and development (Collins, 2021; Lyu et al, 2023; Uzochukwu et al., 2024; Wang
et al.,, 2021). Performance appraisal serves as a tool for reviewing and evaluating employee performance,
reinforcing strengths, identifying areas for further development, and supporting employees that are
underperforming (Collins, 2021; Lyu et al., 2023; Uzochukwu et al., 2024; Wang et al., 2021). These
appraisals also form the basis for rewards and promotions, motivating employees to improve
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performance (Alase & Akinbo, 2021; Dal Corso et al., 2020). Without clear performance metrics, employ-
ees may experience job dissatisfaction, weakened commitment to the organization, behavioral issues,
and declines in productivity (Na-Nan et al., 2019; Cook et al., 2022). The effectiveness of performance
appraisals is heavily influenced by the fairness of the assessment process, including the distribution of
rewards and the transparency of procedures (Simon, 2019). Issues of fairness and subjectivity in apprais-
als are a major concern in human resource management (Mollel et al.,, 2023), as inequities in reward
distribution can demoralize employees and negatively impact productivity (DeConinck, 2010; Erdogan &
Bauer, 2014; Na-Nan et al., 2019). In recent years, the global economic landscape and the changing
dynamics of modern societies have intensified concerns about the cost-effectiveness of governance and
public sector management (Neumann & Schott, 2021). Human resource management practices in orga-
nizations typically include policies for employee engagement, evaluation, knowledge sharing,
capacity-building, training, and retention (Singh et al., 2020). However, in Nigeria’s public sector, political
interference has often undermined the objectivity of these practices, in contrast to the private sector
(Charles, 2022; Olubukola & Pauline, 2022; Rodrigues et al., 2023; Uzochukwu et al., 2024). Public sector
employees frequently perceive the appraisal process as subjective, which has led to dissatisfaction and
reduced productivity (Ebegbetale et al., 2023). Research indicates that the absence of clear, transparent
performance criteria contributes to ambiguity and subjectivity in the appraisal process, hindering
employees’ understanding of performance expectations (Charles, 2022; Olubukola & Pauline, 2022;
Rodrigues et al., 2023; Uzochukwu et al., 2024). To ensure fair and effective performance appraisals in
the public sector, careful management is essential to avoid perceived or actual unfairness, which could
further diminish employee morale and productivity (Mollel et al.,, 2023). The assessment of employee
performance has also evolved into a fundamental practice essential for effectively overseeing public
services. It stands as a cornerstone within performance management frameworks. Acknowledging the
significance of this process, Memon et al. (2021) highlighted the significance of ensuring employee
satisfaction with performance appraisals. This aspect is particularly crucial as it contributes to unlocking
the full potential of highly skilled individuals, thereby maximizing employee appraisal satisfaction and
consequently leading to organizational benefits (Ebegbetale et al., 2023). It is, therefore, essential to
apply identical criteria when evaluating the performance of individuals in similar roles, ensuring a fair,
transparent, and consistent comparison, as recommended (Vide et al., 2023). When employees perceive
the performance appraisal process as inadequate, it can lead to decreased motivation, dissatisfaction
with their work, and a reduced willingness to stay in their current roles, ultimately resulting in dimin-
ished productivity (Memon et al., 2021). Conversely, a well-structured employee performance appraisal
process provides employees with a clear understanding of the evaluation dimensions and procedures,
enabling them to align their efforts with the organization’s strategic objectives, thereby leading to
greater satisfaction with performance outcomes (Collins, 2021; Lyu et al., 2023; Uzochukwu et al., 2024;
Wong, 2019). Organizations that establish satisfactory performance appraisal processes significantly
contribute to organizational success (Memon et al., 2021). In this context, Widiani and Dudija (2020)
highlight that satisfaction with the employee performance appraisal process is critical to cultivating
attitudes and behaviors that significantly affect employee reactions, especially when the process is per-
ceived as useful and accurate. The usefulness of the employee performance appraisal process lies in its
ability to facilitate an assessment of employee performance within a predefined time frame, contribut-
ing to various human resources management (HRM) practices and enhancing each employee’s potential,
leading to improved personal and organizational outcomes (Ahmed & Sattar, 2018; Ebegbetale et al,,
2023). Accurate measurement indicators in the performance appraisal process support informed
decision-making and prevent results from being influenced by the personal interests of the appraiser or
hierarchical superior (He, Chen & Liu, 2020). However, the persistent challenge in numerous public orga-
nizations in Nigeria revolves around inadequately designed and structured employee performance
appraisal practices, coupled with dissatisfaction concerning assessment procedures and perceived unfair-
ness from supervisors during the appraisal process (Rodrigues et al., 2023; Tadesse, 2021). This, among
other factors, sparked the interest of researchers in examining the effectiveness of these constructs,
using Bauchi State Teachers Service Commission (TSC) as a case study. Moreover, the research study
contributes to the body of knowledge by examining how appraisal fairness is a mediator between
appraisal satisfaction and employee performance appraisal within a Nigerian context (Bauchi State TSC).
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The research highlights that appraisal fairness is not just a universal factor but one that local cultural,
social, and organizational dynamics may shape. It provides valuable contributions to how fairness is
perceived in Nigerian public sector institutions, particularly in a hierarchical setting such as the Teachers
Service Commission (TSC). The research adds a contextual layer to existing theories (Equity and organi-
zational justice theories), showing how these theories operate in developing countries with different
societal norms and practices.

Problem statement

In some regions of Nigeria's public sector management, there is a notable deficiency in effectively exe-
cuting a viable employee performance appraisal system, which is crucial for optimal human resource
management. This system is essential for evaluating the workforce and identifying high-performing indi-
viduals for strategic organizational roles. Furthermore, the fairness of the appraisal process is critical, as
research indicates that employees’ satisfaction is heavily influenced by their perceptions of fairness
(Atakpa, Ocheni & Nwankwo, 2021; Charles, 2022; lorfa, 2021; Nutakor, 2019; Olubukola & Pauline, 2022).
Thus, ensuring fairness in the appraisal system is vital for enhancing its effectiveness and overall organi-
zational success (Vide et al., 2023). A fair employee appraisal system significantly impacts employee
morale, engagement, and the overall effectiveness of organizational objectives. In Bauchi State, concerns
about declining educational standards, reflected in student performance on state exams, have height-
ened the need for effective teacher appraisal systems. The state government’s initiative to sponsor can-
didates who pass a mock examination signified the urgency for robust appraisal mechanisms, particularly
as some teachers are seen as neglecting their roles while others lack recognition for exceptional perfor-
mance (Wadata, 2022).

Research gap

While existing literature acknowledges challenges in employee performance appraisals in Nigeria (Atakpa,
Ocheni & Nwankwo, 2021; Charles, 2022; lorfa, 2021; Malumba, 2021; Norfarizal, 2019; Olubukola &
Pauline, 2022; Turner, 2020; Zahida & Sufiana, 2022), it often overlooks the mediating role of appraisal
fairness. Specifically, there is insufficient clarity on how fairness influences the relationship between
employee satisfaction and the effectiveness of appraisals (Zahida & Sufiana, 2022). This gap limits our
understanding of how perceptions of fairness impact outcomes within Bauchi State Teachers Service
Commission (TSC). Addressing this issue is vital, as equitable appraisal practices could boost employee
morale and organizational performance. Further research, therefore, is needed to develop a deeper
understanding of these dynamics and to inform effective appraisal strategies that cultivate a positive
work environment.

Research objectives

This study examined the mediating effect of appraisal fairness between appraisal satisfaction and
employee performance appraisal among Bauchi State Teachers Service Commission employees. A survey
was carried out among 355 employees within the commission from the three geographical zones in
Bauchi State to achieve the targeted goal. Hence, the specific objectives are outlined below:

i. To examine the relationship between appraisal satisfaction and fairness at Bauchi Sate Teachers
Service Commission.

ii. To assess the relationship between appraisal fairness and employee performance appraisal at Bauchi
Sate Teachers Service Commission.

iii. To evaluate the relationship between appraisal satisfaction and employee performance appraisal at
Bauchi Sate Teachers Service Commission.

iv. To investigate the mediating relationship of appraisal fairness between appraisal satisfaction and
employee performance appraisal at Bauchi Sate Teachers Service Commission.
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Theoretical background and hypotheses development

This section provides the theoretical foundation for the study by reviewing relevant literature and out-
lining the conceptual framework that informs our research. We begin by discussing critical theories
related to appraisal satisfaction, fairness, and employee performance, establishing the context for under-
standing their interrelationships. Following the theoretical overview, we present the development of our
hypotheses. These hypotheses are derived from theoretical insights and aim to showcase how appraisal
fairness mediates the relationship between appraisal satisfaction and employee performance. This section
later sets the stage for empirical testing by detailing the rationale behind each hypothesis and the
expected outcomes based on existing research and theoretical propositions.

Theoretical background

Numerous management theories have been formulated to delve into the complexities of employee per-
formance appraisal practices, specifically emphasizing two prominent theories: Equity Theory, proposed
by John Stacey Adams in 1963, and the Organizational Justice Theory, developed by Greenberg in 1986.
These theories were selected for their close alignment with appraisal satisfaction and fairness, particularly
in the context of employee performance evaluations. Consequently, the research study is anchored in the
Equity Theory as its primary theoretical framework, complemented by insights from the Organizational
Justice Theory. This dual theoretical approach aims to provide a comprehensive understanding of and
enhance employee performance appraisal practices within the chosen case study.

Equity theory

John Stacey Adams introduced the Equity Theory in 1963, offering a lens through which employees’
perceptions of fairness regarding their inputs and outcomes in the workplace could be understood. In
the context of employee performance appraisals, the Equity Theory signifies the importance of balancing
an employee’s contributions to their job and the rewards or compensation they receive for their accom-
plishments (Venkateswaran et al., 2023). When employees feel a fair balance between the effort they
invest and the rewards they receive, they tend to be more motivated and demonstrate greater produc-
tivity (Tefera & Hunsaker, 2020). According to this theory, if there is an imbalance between what employ-
ees contribute and what they receive in return, they are likely to take steps to rectify this discrepancy.
This may involve adjusting their level of effort, changing their attitudes, or altering their expectations to
restore a sense of equity (Uzochukwu et al., 2024). Fairness is a crucial factor influencing employees’
positive attitudes toward their work and expected behaviors. However, instances of unfairness often
arise, particularly during performance evaluations, which can be marred by appraisal process flaws or
evaluators’ biases (Na-Nan et al, 2019). Such issues can significantly impact employee attitudes and
behaviors.

Conversely, fair performance appraisals enhance employee morale and boost productivity. Research by
Tremblay (2019) looked into the effects of perceived inequity on various employee outcomes, underscor-
ing its detrimental impact on motivation and performance. To improve perceptions of fairness, it is
essential to establish transparent criteria for performance appraisals and ensure effective communication
regarding the evaluation process (Bretz et al., 1992; Rusbadrol et al, 2021). Additionally, distributing
rewards equitably based on performance appraisal results can help alleviate feelings of inequity and
foster higher productivity levels (DeConinck, 2010). Equity Theory is a valuable framework for under-
standing how perceptions of fairness in performance evaluations can significantly affect organizational
employee productivity.

Moreover, this theory highlighted that individuals who perceive a fair correlation between their efforts
and rewards are more motivated and likely to sustain high performance in their roles (Locke, 1976;
Venkateswaran et al., 2023). Adams, a behavioral psychologist in the 1960s, developed the equity theory,
emphasizing the intrinsic link between fairness perceptions and worker motivation. People inherently
value equitable treatment, and successful entrepreneurs strategically structure their workplaces to recog-
nize and reward individual contributions appropriately. By integrating the Equity Theory into the research
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framework, the study aims to uncover how perceptions of fairness influence employee satisfaction in the
performance appraisal process. The theory’s foundational principles provide a valuable lens for compre-
hending the psychological dynamics that underlie individuals’ reactions to the appraisal process and its
impact on their motivation and subsequent performance (Vide et al., 2023). This theoretical foundation,
coupled with insights from the Organizational Justice Theory, forms a robust framework for the research,
facilitating an exploration of employee performance appraisal practices and contributing to the ongoing
discourse on organizational effectiveness.

Organizational justice theory

Organizational Justice Theory, introduced by Thibaut and Walker in the mid-1970s, supports procedural
fairness in resolving disputes related to employee performance appraisal (Abdullah & Malik, 2022;
Al-Hunaiyyan et al., 2023; Al-Sharhan et al., 2010). This theory revolves around workplace fairness, primar-
ily based on employees’ perceptions (Rupp & Thornton-Lugo, 2018). Organizational justice aligns with
fairness theories and was initially connected to employee performance appraisal by Greenberg (1986),
indicating that it reflects an organization’s commitment to fairness in its practices. Tang and Baldwin
(1996) theorized that organizational justice originates from decisions made during the employee perfor-
mance appraisal. Additionally, ligen et al. (1979); Rietsche et al. (2021) affirmed that employee perfor-
mance appraisal significantly influences employee performance, thereby impacting organizational
outcomes. Gruman & Saks (2019) proposed that perceived biased or irrelevant appraisals become a
source of employee dissatisfaction. Research has shown that employee performance appraisal processes
predict organizational justice (Konovsky & Cropanzano, 1991; Jacobs et al.,, 2020), enhancing the under-
standing of inequities or unfairness and their effects on organizations. Organizational justice encom-
passes the perception of fairness regarding the rewards individuals receive and the treatment they
experience within a workplace, aligning with moral and ethical standards (Rusbadrol et al., 2021). This
concept is grounded in equity theory, which suggests that employees who feel treated equitably tend
to demonstrate positive attitudes toward their work and engage in productive behaviors (Uzochukwu
et al, 2024). Conversely, feelings of unfair treatment can lead to negative outcomes, such as decreased
job satisfaction (Bakhshi et al, 2009; Ozel & Bayraktar, 2018), diminished organizational commitment
(Jiang et al., 2017; Suifan et al., 2017), and reduced organizational citizenship behaviors (Akan et al., 2009;
Deng, 2012; Singh & Singh, 2019). When employees perceive a fair balance between their efforts and the
rewards they receive, they tend to feel more motivated, resulting in increased productivity (Tefera &
Hunsaker, 2020). They assess their contributions concerning the outcomes received through performance
evaluations. A perception of a fair exchange positively impacts their productivity levels (Erdogan & Bauer,
2014). Conversely, perceived inequities—such as feeling under-rewarded or over-rewarded compared to
colleagues—can lead to lower motivation, job satisfaction, and overall productivity (Cohen-Charash &
Spector, 2001). The theory of organizational justice identifies three key dimensions: distributive justice
(D)), procedural justice (PJ), and interactional justice (lJ). Distributive justice pertains to the perceived
fairness of outcomes and rewards. Procedural justice focuses on the perceived fairness of the processes
and procedures used to make decisions, regardless of the actual outcomes—essentially, how employees
view the fairness of the methods employed in decision-making (Lin et al, 2024). Interactional justice
relates to the quality of employees’ interpersonal treatment, particularly regarding how information is
communicated and how individuals are treated during decision-making processes (Hermanto & Srimulyani,
2022). These dimensions significantly influence employee attitudes, behaviors, and overall workplace
morale. Moreover, Folger and Konovsky (1989) suggested that procedural and distributive justice evolved
from Adams (1963) equity theory. Procedural justice relates to an organization’s methods and procedures
for determining incentives, compensation, and benefit packages (Folger & Konovsky, 1989). Greenberg
and Colquitt (2008) defined procedural justice as the fairness of procedures leading to distributive out-
comes. Initially introduced by Thibaut and Walker (1975), procedural justice includes six criteria.
Additionally, as noted by Folger and Konovsky (1989), distributive justice involves perceived fairness in
an organization’s incentives, benefits, and compensation packages. Greenberg (1986) further delineated
distributive justice as the equitable distribution of resources, encompassing compensation, rewards, con-
flict resolution, and job advancement. Lastly, interactional justice refers to employees’ interpersonal
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treatment by organizational authority figures. Employee perceptions of fairness comprise factors influ-
enced by employers’ decisions across various aspects, as highlighted by Gelbrich & Roschk (2020). These
decisions shape procedural and distributive justice within organizations. Luo (2019) stated that interac-
tional justice occurs when organizational leaders provide justifiable feedback, display empathy, and treat
individuals respectfully. Mikula et al. (1990) noted that perceptions of unfairness and injustice are more
closely linked to interpersonal justice and treatment than procedural and distributive justice (Uzochukwu
et al, 2024). These additional dimensions of justice perceptions reinforce Adams’s (1963) equity theory,
emphasizing that fairness is perceived as unfair when viewed as unjust (Adams, 1963).

Hypotheses development

Employee performance appraisal stands as a cornerstone in the effective functioning of organizations,
not only to evaluate employee performance but also to job satisfaction and overall organizational effec-
tiveness (Khan et al., 2019). In the distinct setting of the Bauchi State Teachers Service Commission in
Bauchi state, Nigeria, the complexities of evaluating the performance of educators warrant careful exam-
ination. Teachers play a significance role in shaping the educational landscape, and understanding the
complexity of their performance appraisal becomes imperative for fostering a conducive and thriving
work environment. This study is propelled by examining the complex relationship of the employee per-
formance appraisal system within Bauchi State Teachers Service Commission, explicitly investigating the
mediating role of appraisal fairness in shaping the relationship between appraisal satisfaction and
employee performance appraisal. In an educational institution where the quality of teaching directly
impacts the development of future generations, comprehending the factors influencing performance
assessment becomes crucial for educators and administrators.

Relationship between appraisal satisfaction and appraisal fairness

Previous research has consistently shown that a higher level of employee participation positively impacts
the appraisal process, with greater rater acceptance resulting in increased appraisal satisfaction, motiva-
tion, and overall productivity. In the organizational context, the satisfaction derived from employee
appraisals is important and closely linked to evaluating employee performance (Naeem et al., 2017).
Several studies have shown that fairness in the appraisal process is crucial in employee performance
appraisal exercises. Uzochukwu et al. (2024) explored the impact of performance appraisal fairness on
employee productivity within Nigerian Federal Regulatory Agencies. They employed a descriptive survey
research design, collecting primary data from NAFDAC staff using a five-point Likert scale questionnaire.
Data analysis utilized correlation and regression techniques based on non-probability quota sampling.
Their findings indicated that interactional, procedural, and distributive fairness in performance appraisals
significantly and positively influenced employee productivity at NAFDAC.

The study suggests that government should create performance appraisal systems that effectively
address these fairness constructs to enhance efficiency, accountability, and productivity in the public sector.
This aligns with a similar study by Oghenevwegba (2024), which examined 89 Nigerian employees at MTN
in Delta state. It found that the performance assessment method significantly affected employee perfor-
mance in the telecom sector, recommending the provision of appropriate feedback while standardizing
appraisal tools. Ameen and Baharom (2019) also investigated the impact of performance appraisal purposes
on employee performance in the Nigerian civil service. Based on Vroom’s expectancy theory, their concep-
tual literature review examined variables like feedback, recognition, training, job promotion, and financial
rewards. The results indicated that performance appraisal feedback positively influences employee perfor-
mance, contributing to organizational efficiency. In another study, Shah et al. (2022) analyzed the perfor-
mance system'’s effects on employees at Pakistan Telecommunications Limited. They focused on employee
productivity as the dependent variable and the performance assessment system as the independent vari-
able. Their descriptive research utilized standardized questionnaires based on a five-point Likert scale, and
data from 210 non-managerial staff were evaluated using Smart PLS 3 software. The results showed that
the performance evaluation system became significantly more effective when employees were allowed to
express their ideas and expectations regarding the company’s strategic goals.
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Furthermore, effective feedback was found to enhance employee productivity. Similarly, using a
descriptive research design, Nvene et al. (2022) assessed the impact of performance appraisal on
employee productivity in the Federal Civil Service in Abuja. They distributed structured questionnaires
and used an ordinary least squares regression model to analyze the relationship between productivity
(dependent variable) and employee feedback, performance-based rewards, and appraisal (independent
variables). Their findings indicated that employee feedback significantly affects productivity and perfor-
mance, recommending it as a prerequisite for appraisals. When dissatisfaction arises in the employee
performance appraisal process, it can foster negative attitudes and perceptions, resulting in counterpro-
ductive outcomes for the organization, such as a poorly conducted appraisal process. The level of satis-
faction with the performance appraisal hinges on the reciprocal relationship, particularly when employees
perceive that the appraisal process is characterized by fairness, impartiality, and mutual benefit. In such
instances, reciprocal positive responses will likely contribute to overall satisfaction with the appraisal
exercise (Memon et al.,, 2021). Additionally, it has been argued that heightened levels of employee satis-
faction with the outcomes of the appraisal process led to increased motivation and a reduced inclination
to disengage from the organization.

H1: A positive relationship exists between appraisal fairness and employee performance appraisal in Bauchi
State Teachers Service Commission (TSC).

Relationship between appraisal fairness and employee performance appraisal

Zahida and Sufiana (2022) conducted a study focusing on the influence of appraisal fairness on employee
performance appraisal within the higher education sector. The research highlighted the close connection
between the satisfaction of academicians and the appraisal process, emphasizing the importance of proce-
dural fairness, outcomes, and the communication of system procedures. Employees’ acceptance of the
appraisal system was found to be contingent on their perception of fairness and satisfaction. This aligns with
the findings of Olubukola and Pauline (2022) in their study on Performance Appraisal Fairness and Employees’
Performance in the Nigerian Television Authority (NTA). Their research revealed a robust positive correlation
between appraisal fairness and employees’ performance appraisal. Furthermore, the study by Olubukola and
Pauline (2022) recommended that NTA management ensure that their appraisal rating assessments consis-
tently incorporate distributive, procedural, and interactional fairness to foster enhanced performance. This rec-
ommendation resonates with the concept that employee satisfaction, rooted in an effective and fair
performance appraisal system, plays a significant role in propelling the organization towards heightened levels
of success. Building on these insights, the first and the second hypotheses posited that:

H2: Appraisal Fairness significantly influences employee performance appraisal in Bauchi State Teachers Service
Commission (TSC).

Relationship between appraisal satisfaction and employee performance appraisal

Numerous investigations have explored the correlation between attitudes toward supervisors and per-
ceptions of fairness in employee performance appraisals. Notable studies by Landy et al. (1976) and
Greenberg (1986) have highlighted the substantial impact of a supervisor’s or appraiser’s ability to accu-
rately assess a subordinate’s performance on perceptions of fairness. These studies suggest that when
supervisors demonstrate competence in evaluation, employees are more likely to perceive the appraisal
process as fair and just. Fulk et al. (1985) also emphasized the importance of maintaining open commu-
nication with the supervisor or appraiser. Effective communication fosters trust and contributes positively
to outcomes, enhancing employees’ perceptions of their performance evaluations. When supervisors
engage in transparent dialogue about performance expectations and appraisal criteria, it can lead to a
more supportive environment where employees feel valued and understood. These findings underscore
the critical role of the supervisor-subordinate relationship and effective communication in shaping per-
ceptions of fairness in performance appraisals. A strong, positive relationship between supervisors and
their subordinates is foundational for creating an environment where constructive feedback and percep-
tions of equity are upheld.
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Further reinforcing this perspective, a study conducted by Mokhtar et al. (2021) researched the medi-
ating role of teachers’ self-efficacy in the relationship between appraisal satisfaction and commitment.
Involving a sample of 984 teachers and utilizing structural equation modeling, their research yielded
significant findings illuminating this dynamic’s complexities. The results indicated that self-efficacy was
pivotal in the connection between teachers’ commitment and satisfaction with the appraisal process.
Specifically, when teachers believe in their capabilities, they are more likely to feel satisfied with their
evaluation, which enhances their commitment to their roles. These findings support the importance of
effective communication and the supervisor-subordinate relationship in shaping perceptions of fairness
in performance appraisals. Understanding these dynamics is essential for organizations aiming to improve
appraisal processes and employee engagement. Based on this foundation, the subsequent hypothesis is
proposed:

H3: There is a significant relationship between appraisal satisfaction and employee performance appraisal in
Bauchi State Teachers Service Commission (TSC).

Mediating relationship of appraisal fairness on the relationship between appraisal
satisfaction and employee performance appraisal

In their research on the impact of organizational justice on employee performance, with organizational
citizenship behavior acting as a mediator, Hermanto and Srimulyani (2022) employed a convenient sam-
pling method to gather data from 820 teachers at high schools and vocational schools in Indonesia. They
used structural equation modeling (SEM) and the Sobel test for data analysis, revealing that organiza-
tional justice significantly enhanced both employee productivity and organizational citizenship behavior
at individual and organizational levels. Their results suggested that management can improve teachers’
productivity by implementing organizational justice practices in the workplace. Taneja, Srivastava, and
Ravichandran (2023) examined employees’ perceptions of fairness regarding performance appraisal sys-
tems within the Indian banking sector. They collected data from 600 respondents using multiple hierar-
chical regressions, employing a multi-stage random sampling technique. Their findings indicated that the
five-factor model of justice dimensions is more relevant than the three-factor model, with interpersonal
justice being the most significant.

Additionally, they found that the validity of appraisal criteria significantly impacts perceptions of jus-
tice. While previous studies have focused on structural aspects of performance appraisal and its effects
on employee productivity, there is a need for more research to identify critical psychological factors
related to performance appraisal perceptions and their influence on productivity. Moreover, there are
geographic gaps in the literature. However, some studies have addressed public sector employees at
state and local levels; there has been limited focus on employees within federal regulatory agencies in
Nigeria. Existing literature has highlighted the significance of fairness in performance appraisals when
assessing employee performance (Malumba, 2021; Norfarizal, 2019; Olubukola & Pauline, 2022; Turner,
2020; Zahida & Sufiana, 2022). The examination of fairness within an employee appraisal system and its
outcomes stems from the necessity for the system to be perceived as fair and equitable by employees
for its effectiveness. Scholars such as Cardy & Dobbins (2019) argued that “feelings of unfairness in the
appraisal process and inequity in measurement could lead to the failure of the appraisal” Lawler’s (1967)
findings prompted research in this domain, indicating that employees’ beliefs about the fairness of a
performance appraisal significantly influence the success of the appraisal, linked to confidence and
acceptance of the system (Kavanagh et al., 2007).

H4: Appraisal fairness mediates the relationship between appraisal satisfaction and employee performance
appraisal in Bauchi State Teachers Service Commission (TSC).

Research framework

The research framework presented in Figure 1 above was structured upon the foundation of existing
literature, addressing the need for a comprehensive investigation into the complex relationships between
the identified variables. Drawing on insights from studies by Buckner (2023), Zahida and Sufiana (2022),
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Figure 1. Proposed research framework with a mediating relationship between the dependent and independent
variables.

Malumba (2021), and Rodrigues et al. (2023), the framework aims to delve deeper into the practical and
contextual dimensions of the interconnections among the identified variables related to employee per-
formance appraisal. This approach contributes to the existing body of knowledge, offering a more robust
understanding of the dynamics influencing employee performance appraisal in diverse contexts. The sub-
sequent sections outline the key components and variables within the research framework, providing a
roadmap for empirically exploring the relationships identified in the literature review.

Methodology

This study investigates the mediating effect of appraisal fairness on the relationship between appraisal
satisfaction and employee performance within Nigeria’s Bauchi State Teachers Service Commission.
Various data collection methods were employed to gather comprehensive information. Surveys and
questionnaires were distributed among employees to capture their perceptions of appraisal fairness and
satisfaction and their self-reported performance metrics. To address the research questions and objec-
tives, a systematic approach was adopted, encompassing research design, data collection methods, and
analytical procedures as presented below:

Sample and data collection

This research study employed a quantitative approach, utilizing a cross-sectional survey design to inves-
tigate the mediating effect of appraisal fairness on the relationship between appraisal satisfaction and
employee performance among academic staff within the Bauchi State Teachers Service Commission
(TSC). The focus on this specific population was deliberate; the Bauchi State TSC oversees many educa-
tors, making it an ideal case study to explore appraisal fairness, satisfaction, and performance in an
educational context. The targeted population consisted of academic staff members from senior second-
ary schools operating under the Bauchi State TSC. According to statistical data obtained from the Ministry
of Education in Bauchi State, the population was identified as comprising 5,016 academic staff members.
This large and diverse population provides a rich context for examining the dynamics of performance
appraisals and their perceived fairness among educators, who often face unique challenges in their pro-
fessional evaluations. To ensure a robust representation of this population, a sample size of 371 partici-
pants was drawn using a probability cluster sampling technique. This method was chosen to minimize
bias and ensure that various subgroups within the academic staff were adequately represented. Of the
surveys distributed, 335 responses were deemed valid for analysis, allowing for reliable conclusions about
the broader population. Data analysis was performed using Smart PLS Version 4, a sophisticated struc-
tural equation modeling tool that explores complex relationships among variables. A five-point Likert
scale was employed to measure employee performance appraisal perceptions, offering respondents alter-
native responses for each statement (1=Strongly Agree, 2 =Agree, 3=Disagree, 4=Neutral, and 5=Strongly
Disagree). This scale captures the nuances of respondents’ perceptions and facilitates quantitative analysis
of subjective experiences. Respondents were instructed to indicate their level of agreement with each
statement, thereby providing insight into their perceptions of appraisal fairness and satisfaction (Saleh &
Ryan, 1991). The Likert scale for all construct items is consistent with Babbie’s (1990) recommendations,
validating using a five-point scale as an effective tool for collecting meaningful data. The decision to
focus on Bauchi State TSC as a case study was driven by several factors: its significant role in the region’s
educational landscape, the unique challenges educators face in performance evaluations, and the poten-
tial for findings to inform improvements in appraisal practices within similar educational institutions.
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By examining this specific context, the study aims to provide solutions that can enhance the understand-
ing of appraisal fairness and its implications for employee performance, ultimately contributing to more
effective educational management strategies.

Measures

The measurement items regarding employee performance appraisal were adapted from the research
conducted by (Giovanni & Lorenza, 2022; Norfarizal, 2019; Workagegnehu, 2021), which reported a
Cronbach’s alpha coefficient of 0.898. The dependent variable, consisting of seven (7) items labeled
from PA1 to PA7, was assessed based on a five-point Likert scale. The measurement items regarding
appraisal fairness were drawn from studies conducted by (Norfarizal, 2019; Olubukola & Pauline,
2022; Zahida & Sufiana, 2022), which reported a Cronbach’s alpha coefficient of 0.881. As proposed
by Zahida and Sufiana (2022), the mediator variable consists of seven (7) items labeled AF1 to AF7,
to be assessed using a five-point Likert scale. The component related to appraisal satisfaction, con-
sidered as an independent variable in the research, was adopted from studies conducted by Norfarizal
(2019; Al-bhaidani, 2022). This variable comprises seven (7) research measurement items labeled AS1
to AS7, which were assessed using a five-point Likert scale. It reported a Cronbach’s alpha value
of 0.888.

Tools for data analyses

The research study employed a sophisticated methodology for data analysis, leveraging advanced tools
such as Smart PLS 4 to conduct structural equation modeling (SEM) and investigate the mediating role
of Appraisal Fairness between the relationship of Appraisal Satisfaction and Employee Performance
Appraisal. This study aims to delve into the intricacies of employee performance appraisal processes
within the unique context of the Bauchi State Teachers Service Commission in Bauchi State, Nigeria.
Complementing the use of Smart PLS 4, the research also harnesses the power of SPSS for data screen-
ing exercises, ensuring the quality and reliability of the dataset prior to conducting the primary analyses.
This multifaceted analytical approach facilitates a comprehensive exploration of the complex relation-
ships among variables, providing valuable insights into the dynamics of employee performance appraisal
within the specified organizational setting. Through this rigorous analytical framework, the study aims to
contribute meaningfully to the existing literature and inform practical strategies for enhancing appraisal
processes in similar contexts.

Ethical statement

The data for this study were collected with the explicit consent of the participants, who voluntarily
agreed to participate. According to Khan et al. (2019), it is crucial for researchers to handle all participant
information with the highest level of confidentiality and to ensure that participants are thoroughly
informed about the nature and purpose of the study. Ethical research practices include obtaining appro-
priate research clearance, securing informed consent from all participants, and protecting their privacy
by anonymizing their data. In this study, the researcher strongly emphasized maintaining the confiden-
tiality of participant information to build and maintain a trusting relationship with them. Instead of using
participants’ real names, the study used general terms such as ‘respondents’ and ‘academic staff’ to refer
to them.

Consent statement

Informed consent was obtained from all participants before their involvement in the study. This process
involved providing each participant with comprehensive information about the research’s nature, pur-
pose, and potential risks and benefits. Participants were allowed to ask questions and were assured of
their right to withdraw from the study without any negative consequences. Only after receiving and
understanding this information did participants formally consent to participate in the study.
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Ethic and consent statement

This study was approved by the Research Ethic Committee of the Faculty of Management Science
Sa'aduZungur University, Bauchi (SPGS/MBUS/0028), Dated December 2023).

Result and discussion

In this section, we present and analyze the findings from our investigation into the mediating effect of
appraisal fairness between the relationship of appraisal satisfaction and employee performance within the
Bauchi State Teachers Service Commission. The results are first outlined to provide a clear view of the data
collected, followed by a detailed discussion that interprets these findings in the context of existing litera-
ture and theoretical frameworks. The results section details the critical statistical outcomes using the
SmartPLS 4.0 version. We then move to the discussion section, where we interpret these results, explore
their implications for theory and practice, and consider their relevance to the broader context of perfor-
mance appraisal systems. This section aims to provide a comprehensive understanding of how appraisal
fairness influences the relationship between appraisal satisfaction and employee performance and to offer
constructive recommendations for improving appraisal practices in educational settings.

Demographic profile of the respondent

The analysis of demographic data from the respondents revealed several key findings. Firstly, most par-
ticipants were male, comprising 89.9% of the total respondents. Additionally, the majority fell within the
age range of 30-39years, constituting 93.1% of the sample. Moreover, a substantial proportion of respon-
dents were married, accounting for 88.1% of the participants. Regarding educational attainment, most
respondents were graduates, comprising 78.8% of the academic staff included in the study. Further
examination of the data showed that out of the total 335 respondents, 171 individuals, constituting 51%
of the sample, were staff members with the highest level of work experience in the selected schools.
This demographic profile offers valuable insights into the characteristics of the study participants and
their potential implications for the research findings. For instance, the predominance of male respon-
dents may indicate gender disparities within the academic staff population, which could influence per-
ceptions and experiences related to performance appraisal. Similarly, the high proportion of respondents
within the 30-39 age bracket may suggest a specific generational perspective on performance evaluation
processes. Moreover, the significant number of married respondents could imply potential family-related
responsibilities and commitments that may impact their perceptions and experiences with performance
appraisal. Additionally, the prevalence of graduate respondents highlights the educational background of
the academic staff involved in the study, which could influence their understanding and engagement
with performance evaluation practices. Furthermore, the concentration of respondents with the highest
level of work experience underscores the importance of considering tenure and expertise when analyz-
ing perceptions of performance appraisal. Overall, these demographic characteristics provide valuable
context for interpreting the research findings and understanding the significant factors influencing
employee perceptions and experiences with performance appraisal systems.

The demographic data in Table 1 above revealed that most respondents were male (89.9%), and most
fell within the 30-39 age brackets (93.1%). The most considerable portion of respondents was married
(88.1%), and a significant number were graduates (78.8%) among the academic staff selected for the
study. Out of the 335 respondents, 171 (51%) were staff members with the highest level of work expe-
rience in the chosen schools. A summary of the demographic descriptive statistics for the respondents
and the implication of the respondent profile is outlined in Table 1 as presented.

Data analysis

The researchers distributed 371 survey questionnaires to the participants to gather insights into
employee performance appraisal among academic staff. Impressively, 335 completed surveys were
returned, resulting in a robust response rate of 90.32%. However, 30 questionnaires (8.08%) remained
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Table 1. Demographic summary of the respondents.

Demographic Category Frequency Valid percentage
Gender Male 301 89.9
Female 34 10.1
Age 30-39 312 93.1
40-49 23 6.9
Marital status Single 40 11.9
Married 295 88.1
Qualification NCE 71 21.1
First Degree 264 78.6
Work experience 1-5 79 23.6
6-10 171 51.0
11-15 85 254
Position Academic 335 100

un-retrieved for various reasons, while six questionnaires (1.6%) were excluded from the analysis due
to missing essential information. To evaluate the model’s predictive capability, the researchers
employed Partial Least Squares (PLS) Structural Equation Modeling Version 4, utilizing the Cross
Validation Predictive Assessment Test (CVPAT) approach as recommended by Hair et al. (2022).
Additionally, the study utilized Important Performance Matrix Analysis (IPMA) to assess the signifi-
cance and performance of each research construct. This comprehensive methodological approach
aimed to provide a thorough analysis of the relationships and factors influencing employee perfor-
mance appraisal among academic staff within the specified context. The analysis, therefore, primarily
focused on the collected questionnaires, which were meticulously scrutinized to extract meaningful
insights.

Additionally, leveraging Smart PLS 4.0 software, the researchers meticulously analyzed the data and
presented the findings with meticulous detail and clarity. This rigorous methodology ensures the reliabil-
ity and validity of the study’s findings, enabling stakeholders to make informed decisions based on
robust empirical evidence. The robust response rate underscores a profound level of engagement and
enthusiasm among the academic staff, thereby bolstering the credibility and applicability of the research
outcomes. This high level of participation suggested that the findings are reliable and have broader
relevance and validity beyond the specific context of the study. Furthermore, the adoption of advanced
statistical techniques such as PLS predicts, and IPMA signified the study’s methodological rigor and
sophistication, enhancing the quality and reliability of the research outcomes. Overall, the meticulous
approach to data collection, analysis, and presentation demonstrated the significance and reliability of
the study’s findings, paving the way for informed decision-making and further research in employee
performance appraisal among academic staff.

Measurement model

Following the recommendation of Hair et al. (2022) & Wong (2019), the measurement model assesses the
constructs’ quality criteria. Similarly, before proceeding with the evaluation of path coefficients within the
structural model, as suggested by Wong (2019), it is crucial for the research study first to examine the
indicator reliability (Outer loadings), internal consistency reliability (Composite reliability), convergent
validity, and discriminant validity of the reflective measurement model. This verification process is essen-
tial to ensure these components adhere to acceptable standards. Expanding upon this, evaluating the
quality criteria of the constructs entails a meticulous examination of various facets, such as the reliability
and validity of the measurement instruments employed. By scrutinizing the outer loadings, researchers
can ascertain the strength of the relationship between each indicator and its respective latent construct.

Additionally, assessing the composite reliability provides insights into the internal consistency of the
measurement model, indicating the extent to which the items reliably measure the underlying construct.
Convergent validity assessment involves examining the extent to which multiple indicators of the same
construct converge. On the other hand, discriminant validity analysis using HTMT seeks to ensure that
each construct is distinct from others in the model, thereby preventing issues such as multicollinearity.
By rigorously evaluating these components of the reflective measurement model, researchers can estab-
lish a robust foundation for subsequent analyses within the structural model. This methodological
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approach ensures the validity and reliability of the research findings, ultimately enhancing the credibility
and trustworthiness of the study outcomes. Several key parameters were examined in evaluating the
measurement model, including loadings, average variance extracted (AVE), and composite reliability (CR).
It is recommended that loadings ideally surpass 0.5, while AVE and CR should exceed 0.5 and 0.7, respec-
tively, to ensure the robustness of the model (Hair et al,, 2022). As depicted in Table 2, the AVE values
surpassed the threshold of 0.5, indicating adequate convergent validity.

Moreover, the CR values exceeded 0.7, signifying satisfactory internal consistency reliability. Additionally,
the loadings were generally acceptable, with only a few instances where one loading fell slightly below
the recommended threshold of 0.7 and was ultimately deleted from the model. Expanding on this,
examining loadings provides insights into the strength of the relationship between each indicator and
its corresponding latent construct. AVE assessment gauges the variance the construct captured relative
to measurement error. At the same time, CR (Composite Reliability) evaluates the reliability of the mea-
surement model by assessing the internal consistency of the items measuring each construct. These
findings affirm the validity and reliability of the measurement model, ensuring that it accurately captures
the constructs under investigation. By meeting these criteria, researchers can confidently analyze the
structural model, knowing that the measurement model adequately represents the underlying theoretical
constructs.

The study’s results, as presented in Table 2 above unveiled that, composite reliability for employee
performance appraisal stands at 0.900, complemented by an average variance extracted (AVE) of 0.656.
In the case of appraisal fairness, the composite reliability is measured at 0.916, with an associated aver-
age variance extracted (AVE) of 0.683. Furthermore, appraisal satisfaction demonstrates a composite reli-
ability of 0.900, accompanied by an average variance extracted of 0.652. These findings (Table 2)
collectively indicate that the model exhibits a satisfactory level of composite reliability and average vari-
ance extracted, surpassing the recommended threshold of 0.5, as advocated by Wang et al. (2021).
Composite reliability indicates the internal consistency and reliability of the measurement model, with
higher values signifying greater reliability. In this context, the values obtained for employee performance
appraisal, appraisal fairness, and appraisal satisfaction suggest robust internal consistency within the
measurement model. Additionally, the average variance extracted (AVE) values provide insights into the
amount of variance captured by the latent constructs in relation to the measurement errors, reinforcing
the robustness of the model. These results affirm the soundness of the research methodology and the
reliability of the measurement instruments employed, further enhancing the credibility and validity of
the study. The adherence to recommended thresholds indicated that the model effectively captures and
measures the underlying constructs, laying a solid foundation for drawing meaningful conclusions and
implications from the research findings.

Table 2. Measurement model path coefficient.

Constructs Indicators Loadings CR AVE
Performance appraisal PA1 0.864 0.900 0.656
PA2 0.831
PA3 0.775
PA4 0.797
PA5 0.815
PA6 0.699
PA7 0.735
Appraisal fairness AF1 0.739 0916 0.683
AF2 0.824
AF3 0916
AF4 deleted
AF5 0.797
AF6 0.851
AF7 0.820
Appraisal satisfaction AS1 0.589 0.900 0.652
AS2 0.836
AS3 0.841
AS4 0.835
AS5 0.806
AS6 0.743

AS7 0.744
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Discriminant validity

The HTMT (Heterotrait-Monotrait) ratio of correlations is used to assess discriminant validity in a
structural equation modeling (SEM) context. It compares the correlations among different constructs
to evaluate if they are significantly different from each other. Researchers, therefore, must ensure
that all constructs within a model are distinctly different from one another to establish discriminant
validity (Kock, 2020). If discriminant validity is lacking, it raises doubts about the reliability of the
conclusions drawn from the data, questioning whether results are genuinely supported or if they
arise due to using a construct redundantly in the model. The HTMT values should ideally be below
a threshold of 0.85 (Hair et al., 2022) to confirm discriminant validity. These analyses will provide the
specific results needed to determine whether the HTMT values meet the criteria for discriminant
validity. Similarly, there exist two approaches for evaluating discriminant validity using the
Heterotrait-Monotrait Ratio of Correlations (HTMT): comparing it against threshold values of either
0.85 or 0.9 (Henseler et al., 2015; Kock, 2020) and conducting inference statistics to test the hypoth-
esis that HTMT equals 1 (Sarstedt et al., 2022). The HTMT value should be lower than 0.85 or 0.9 to
meet the suggested thresholds. Meanwhile, the hypothesis that HTMT equals 1 must be rejected
when employing inference statistics. Therefore, in this study, the HTMT ratios for all constructs
demonstrate values lower than 0.85, confirming the presence of discriminant validity as presented
in Table 3 below:

This study calculated and examined the Heterotrait-Monotrait ratio of correlations (HTMT) for each
construct, as presented in Table 3 above. The calculated HTMT ratios for all constructs were below the
critical threshold of 0.85, as Kock (2020 suggested). This outcome confirms that the measures used for
different constructs in the study are more highly correlated with their constructs than other constructs
in the model. Therefore, it supported the argument that the constructs represent distinct concepts or
variables and are not merely overlapping or redundant, indicating the presence of discriminant validity
among the measured constructs in this study.

Structural model

The structural model presents the interconnections between exogenous and endogenous variables
obtained through path coefficients using bootstrapping techniques or procedures (Hair et al., 2022). A
comprehensive analysis was conducted through a total of 5,000 bootstrapping repetitions to scrutinize
hypotheses concerning direct, indirect, and mediating relationships. This complex process entailed draw-
ing numerous subsamples, with replacements, from the original dataset to establish bootstrapping stan-
dard errors. These errors approximate the T-value utilized for significance testing within the structural
path model. Furthermore, the assessment encompassed the evaluation of the Coefficient of determina-
tion (R?) and effect size (), crucial metrics for gauging the explanatory power and practical significance
of the model.

Additionally, the PLS predicts algorithm was leveraged to validate the Cross Validation Predictive
Assessment Test (CVPAT), aiming to ascertain the model’s predictive capability and robustness in real-world
scenarios. Expanding on this, the Coefficient of determination (R?) provides insights into the proportion
of variance in the endogenous variables explained by the exogenous variables in the model. Meanwhile,
effect size () helps in understanding the practical significance of the relationships between variables by
assessing the relative contribution of each predictor variable to the variance in the outcome variable. The
utilization PLS predicts algorithm ensures that the model’s predictive performance is rigorously evalu-
ated, thereby enhancing its applicability in practical settings.

Table 3. HTMT: (Heterotrait-Monotrait).

AF AS PA
AF 0.734
AS 0.761 0.776
PA 0.676 0.810 0.725

Source: Field work PLS 2023.
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Discussion of findings

The primary objective of this study was to examine the relationship between appraisal satisfaction and
appraisal fairness, drawing upon equity theory and organizational justice theory. As illustrated in Table 4,
the results strongly support the first alternate hypothesis. The observed T-value of 6.193 and a P-value
of 0.000, which is significantly below the threshold of 0.05, confirms a statistically significant relationship
between these constructs. This finding reinforces the principles of equity theory, which posits that indi-
viduals evaluate their job satisfaction based on the perceived fairness of rewards and outcomes concern-
ing their contributions. When employees perceive that appraisal processes are fair, their satisfaction levels
rise, affirming the core tenets of equity theory. Furthermore, these results are consistent with Zahida and
Sufiana (2022) research, which demonstrated that satisfaction is closely linked to procedural fairness and
outcomes in the higher education sector. Zahida's findings indicate that employees who perceive fairness
in the appraisal process are likelier to report higher satisfaction levels. Similarly, the study by Olubukola
and Pauline (2022) supports this relationship, revealing a strong positive correlation between appraisal
fairness and satisfaction with appraisals. These studies collectively signified the importance of organiza-
tional justice theory (Hermanto & Srimulyani, 2022), which emphasizes the significance of fair treatment
and transparent processes in shaping employee attitudes and behaviors. The implications of these find-
ings are significant for organizations such as Bauchi State Teachers Service Commission (TSC) and similar
educational institutions. Ensuring fair appraisal rating assessments is essential for enhancing both
employee satisfaction and performance (Ebegbetale et al., 2023). Organizations are advised to implement
comprehensive training programs for evaluators to enhance their understanding of fairness and equity
in appraisal processes (Uzochukwu et al., 2024). This can lead to more accurate evaluations and foster a
culture of trust and openness. Moreover, the findings suggest that organizations should prioritize proce-
dural fairness, ensuring employees understand the criteria and processes involved in performance eval-
uations (Lin et al., 2024). Transparent communication about appraisal processes promotes trust and
empowers employees to engage actively with the evaluation system. This aligns with the principles of
organizational justice, emphasizing that employees who perceive fairness in evaluations are more likely
to be committed and motivated. The study’s results, particularly the second alternate hypothesis, demon-
strate a positive significant relationship between appraisal fairness (AF) and employee performance
appraisal (PA), as indicated by a T-value of 5.941 and a P-value of 0.000. With a 95% confidence level and
a critical value of 1.96, the confidence interval for this relationship is estimated to be [0.256, 0.510]. This
suggests that we can be 95% confident that the true effect size lies within this range, reinforcing the
notion that appraisal fairness substantially impacts employee performance evaluations (Ebegbetale et al,,
2023). These findings are closely aligned with equity theory and organizational justice theory. Equity
theory posits that individuals assess fairness based on the ratio of their inputs (effort, skills, etc.) to their
outcomes (rewards, recognition). When employees perceive appraisal fairness, they will likely feel that
their contributions are appropriately recognized, enhancing their performance. Organizational justice the-
ory further emphasizes that employees evaluate fairness in terms of outcomes and the processes used
to arrive at those outcomes. The positive correlation found in this study suggests that when employees
perceive the appraisal process as fair both procedurally and distributively, they are more likely to be
motivated and perform better. The implications of these results are significant for organizations aiming
to enhance employee performance through fair appraisal practices. Specifically, organizations should

Table 4. Hypotheses testing of the direct relationship.

Confidence

Hypotheses R/Ship Beta STDEV T-Value P-value Interval Decision

Lower Upper
H1: AS -> AF 0.346 0.056 6.193 0.000 0.237 0.455 Supported
H2: AF -> PA 0.383 0.065 5.941 0.000 0.256 0.510 Supported
H3: AS -> PA 0.157 0.053 2.987 0.003 0.053 0.261 Supported
H4: AS ->AF->PA 0.055 0.021 2,679 0.007 0.014 0.09 Supported
R? 0.810: level of significance.
“p<0.05.

Source: Field Work 2023 Smart.
PA: Performance Appraisal, AF: Appraisal Fairness, AS: Appraisal Satisfaction.
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prioritize fairness in their performance appraisal processes. This involves ensuring that appraisal criteria
are transparent, consistently applied, and deemed equitable by employees. Providing training for super-
visors on conducting fair appraisals can improve their ability to evaluate employee performance accu-
rately, fostering a sense of trust and fairness. Establishing open channels for feedback and communication
regarding appraisals can help employees feel heard and valued, further enhancing their satisfaction and
performance (Uzochukwu et al., 2024). Organizations should communicate the link between fair apprais-
als and tangible outcomes, such as promotions or rewards, to reinforce the importance of fairness in
their appraisal systems. By addressing these areas, organizations can cultivate a more motivated and
high-performing workforce, ultimately leading to better performance outcomes. The findings support
Zahida and Sufiana (2022) research, which highlighted the strong association between academic satisfac-
tion with performance appraisals and procedural fairness and outcomes, suggesting that these principles
are universally applicable across various contexts. Likewise, the third hypothesis, which suggested a pos-
itive significant relationship between appraisal satisfaction (AS) and employee performance appraisal
(AP), was equally supported. This was evidenced by a T-value of 2.987 and a corresponding P-value of
0.003 obtained from the analysis, as shown in table 4.4 above. The 95% confidence interval for the rela-
tionship between appraisal satisfaction and appraisal fairness, with a critical value of 1.96, is calculated
as [0.053, 0.261] as presented in Table 4. This indicated that we can be 95% confident that the true effect
size lies within this interval. The positive range suggests a statistically significant positive association,
providing evidence that higher levels of appraisal satisfaction are likely associated with improved appraisal
fairness. Therefore, with the T-value exceeding the specified significance threshold of 1.96 at a 95% con-
fidence interval (two-tailed), the alternate hypothesis regarding the relationship between the constructs
was affirmed. This outcome further supports the findings of Rodrigues et al. (2023), demonstrating a
positive and significant relationship between satisfaction with appraisals and fairness to employee per-
formance appraisal exercise. The finding also signified a substantial positive correlation between the
effectiveness and precision of performance appraisals and employee satisfaction. The findings align with
the work of Wakwoya (2020) on the correlation between appraisal practices and Teachers’ appraisal sat-
isfaction in government Secondary Schools. The data analysis involved techniques such as simple per-
centages, means, standard deviation, analysis of variance, and Pearson correlation, indicating a notably
positive correlation between human resource management and teachers’ appraisal satisfaction (r=0.55,
p=0.000). The research study illustrated that appraisal satisfaction significantly influences employee per-
formance appraisal. Moreover, the indirect effect between appraisal satisfaction (AS) and employee per-
formance appraisal (PA) was observed to be both positive and significant (3=0.055, T=2.679,
p=0.007<0.05) (Table 4) with a T-value surpassing 1.96. With a 95% confidence interval and a critical
value of 1.96, the indirect relationship of appraisal fairness between appraisal satisfaction and employee
performance appraisal was estimated to fall between 0.014 and 0.096 as presented in Table 4. This sug-
gests that we can be 95% confident that the true indirect effect lies within this interval, providing a
range within which the actual impact is likely to occur. The positive values indicate a potentially positive
influence of appraisal fairness on the relationship between appraisal satisfaction and employee perfor-
mance appraisal. The alternate hypotheses concerning the indirect relationships were confirmed as sig-
nificant and positive. This aligns with Cardy & Dobbins (2019) study, which highlighted a strong positive
relationship between appraisal fairness and the level of two-way communications within an organization.
The fourth objective of the study was to investigate the mediating effect of appraisal fairness between
appraisal satisfaction and employee performance appraisal within the Bauchi State Teachers Service
Commission (TSC). The analysis indicated a positive and significant relationship, with results showing a
beta coefficient () of 0.383, a T-value of 5.941, and a P-value of 0.000, less than the 0.05 threshold for
significance. This high T-value, exceeding the critical value of 1.96, validates the alternate hypothesis,
suggesting that appraisal fairness is a strong predictor of employee performance appraisal in this con-
text. Moreover, the findings revealed a moderate mediating effect, supported by a variance account for
(VAF) result of 53.9%. This means that over half of the effect of appraisal satisfaction on employee per-
formance appraisal is mediated through appraisal fairness, highlighting its crucial role in the appraisal
process. Such findings resonate with the research conducted by Mokhtar et al. (2021), which demon-
strated the mediating role of teachers’ self-efficacy in the relationship between appraisal satisfaction and
commitment. This parallel emphasizes the importance of various mediating factors in enhancing the
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effectiveness of performance appraisals. The results of this study align closely with equity theory and
organizational justice theory. Equity theory, introduced by John Stacey Adams in the 1960s, focuses on
balancing an employee’s inputs (such as effort and skills) and outcomes (such as rewards and recogni-
tion). In this study, appraisal fairness is vital in ensuring that employees perceive their performance eval-
uations as equitable. When employees believe that the appraisal process fairly considers their contributions,
they are more likely to feel satisfied and motivated to perform well (Uzochukwu et al., 2024). As Locke
(1976) suggested, employees who perceive their compensation and recognition as fair are generally
more motivated, reinforcing the link between appraisal fairness and employee performance. Organizational
justice theory further expands on this by highlighting the importance of fairness in the processes and
outcomes of evaluations. This theory posits that employees assess the fairness of the appraisal process
itself, not just the results (Venkateswaran et al., 2023). The positive mediation effect of appraisal fairness
suggests that when teachers feel satisfied with how their appraisals are conducted, they are likely to
demonstrate higher performance. This is particularly relevant in educational settings, where fairness and
transparency in appraisals can significantly impact educators’ commitment and effectiveness. The impli-
cations of these findings are substantial for the Bauchi State TSC and similar organizations. The results
indicate a need for the TSC to prioritize appraisal fairness. Implementing transparent processes and eval-
uation criteria can enhance teachers’ perceptions of fairness. Providing training for appraisers on con-
ducting fair and unbiased appraisals can improve the accuracy and acceptance of performance evaluations.
Establishing mechanisms for open dialogue about appraisal processes can help address concerns and
clarify expectations, leading to greater appraisal satisfaction. Communicating how appraisal results affect
promotions, rewards, and professional development can enhance employees’ motivation and perfor-
mance. By focusing on these areas, organizations can cultivate a more positive appraisal environment
that boosts employee satisfaction and enhances overall performance. The study’s findings affirm the crit-
ical role of appraisal fairness within the broader equity and organizational justice frameworks, suggesting
that organizations that invest in fair appraisal practices will likely see improved employee outcomes.
Moreover, to examine the strength of the relationship (mediation), the study utilized total effect and
variance account for (VAF) (Hair et al.,, 2019). VAF was determined by dividing the result of the indirect
effect by the total effect. VAF less than 0.2 signified no mediation, VAF between 0.2 and 0.8 indicates
partial mediation, and VAF exceeding 0.8 indicates full mediation (Hair et al., 2019).

The bootstrapping results from the mediation analysis concerning the second hypothesis indicate
that the total effect of the relationship between appraisal satisfaction (AS) and employee performance
appraisal (PA) is significant (3=0.102, T-value = 2.000>1.96). The indirect effect (3=0.055, T-value =
2.679>1.96), as presented in Table 5 above, exhibits a significant T-value at 95% confidence level
(Table 5). However, the variance account for (VAF) indicates a value of 53.9%, suggesting the presence
of moderately partial mediation among the constructs (Hair et al, 2019). Consequently, research on
how appraisal fairness mediates the relationship between appraisal satisfaction and performance, par-
ticularly within Nigeria's public sector, is still scarce (Uzochukwu et al., 2024). A study by Hermanto and
Srimulyani (2022) investigated the role of organizational justice in performance appraisals, with orga-
nizational citizenship behavior serving as a mediator. Using a convenient sampling method, they col-
lected data from 820 teachers in Indonesian high schools and vocational institutions. Through structural
equation modeling (SEM) and the Sobel test, their findings indicated that organizational justice signifi-
cantly boosts employee productivity and encourages organizational citizenship behavior, yielding pos-
itive outcomes for both individuals and the organization. This suggests that implementing fair
organizational justice practices can effectively enhance teacher productivity. In a parallel study, Taneja,

Table 5. Mediation Analysis (H2: AS ->AF-> PA).

Type of effect Beta T-value Remarks

Total effect AS -> PA 0.102 2.000 Sig Total Effect

Indirect effect AS ->AF-> PA 0.055 2.679 Sig Indirect Effect VAF
IE/TE 53.9%

Conclusion Moderately partial

mediation exists

AS: Appraisal Satisfaction, PA: Employee Performance Appraisal, AF: Appraisal Fairness, VAF: Variance Account For. IE: Indirect Effect, TE: Total
Effect.
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Srivastava, & Ravichandran (2023) explored fairness perceptions of performance appraisal systems in
the Indian banking sector. They analyzed data from 600 respondents using multiple hierarchical regres-
sions and a multi-stage random sampling approach. Their results indicated that a five-factor model of
justice dimensions is more relevant than a three-factor model, with interpersonal justice being partic-
ularly significant. They also found that the perceived validity of appraisal criteria is crucial in shaping
justice perceptions. While these studies provide valuable insights, they predominantly address struc-
tural factors affecting performance appraisal perceptions and employee productivity. There is an urgent
need for more research focusing on the mediating role of appraisal fairness, especially within the
public sector in Nigeria. Most existing studies have centered on private sector employees, leaving a
notable gap in understanding the specific dynamics within public institutions. The implications of
these findings are profound. Recognizing the mechanisms of appraisal fairness could significantly
enhance performance management strategies in the public sector. By integrating psychological ele-
ments related to fairness in performance appraisals, organizations can create a more engaged work-
force, which is essential for improving productivity and morale (Collins, 2021; Lyu et al, 2023;
Uzochukwu et al., 2024; Wang et al., 2021). Additionally, addressing the geographic gap in research
could yield insights tailored to the unique challenges faced by public sector employees in Nigeria,
allowing for interventions that are better suited to their needs. Overall, a comprehensive understand-
ing of appraisal fairness not only has the potential to elevate individual performance but can also lead
to greater overall effectiveness and efficiency within Nigeria's public sector organizations. By fostering
a culture of fairness and transparency, public institutions can build trust and commitment among
employees, ultimately contributing to improved service delivery and organizational success.

Assessment of coefficient of determination, effect size, and Q square

Coefficients of determination demonstrate the extent to which the exogenous constructs collectively
contributed to the model’s capability to elucidate the variances in the endogenous construct (Wong,
2019). In line with this, Hair et al. (2022) proposed a threshold of 0.25, 0.5, and 0.7 to signify weak,
moderate, and strong coefficients of determination. Consequently, the overall coefficient of determina-
tion for the endogenous construct (0.810) was deemed vital, signifying that the three constructs could
explain 81% of the variance in the endogenous construct. Similarly, the study examined the effect of
exogenous variables on the endogenous construct using f statistic, as presented in Table 6 below.

Following Cohen’s (1988) guidelines, f2 values of 0.02, 0.15, and 0.35 represent small, medium, and
large effect sizes, respectively. Additionally, as recommended by Shmueli et al. (2016); Sharma et al.
(2023), to further substantiate the predictive significance of the model, the Q? decision criteria were
employed. This approach involved comparing the Q? values of the endogenous and intervening variables
with the predictive benchmark criteria proposed by Stone & Geisser (1974). According to Shmueli et al.
(2016), Q? values >0.2 indicate low predictive power, while Q? values >0.25 suggest medium predictive
power, and Q? values >0.5 represent high predictive relevance. Upon evaluating the Q? values of the
endogenous and intervening constructs, the results indicated strong predictive power for both employee
performance appraisal (Q? value of 0.874) and appraisal fairness (Q? value of 0.782) (Table 6). These val-
ues surpass 0.5, signifying a high predictive power of the model, as presented in Table 6 above.

Conclusion

The research study was carried out with a primary focus on examining the mediating effect of
appraisal fairness between the relationship between appraisal satisfaction and employee perfor-
mance appraisal within Bauchi State Teachers Service Commission (TSC). The study’s outcomes

Table 6. Coefficient of determination, effect size and Q square.

R? Vi Q?
PA 0.810 0.874
AF 0.805 0.355 0.782

AS 0.365
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revealed a positive and significant correlation between appraisal satisfaction and employee perfor-
mance appraisal, directly and indirectly, through the mediating role of appraisal fairness. These find-
ings suggest that Bauchi State (TSC) implements effective employee performance appraisal practices,
thereby highlighting the importance of fostering fairness in the appraisal process. The implications
of these findings are substantial for the Bauchi State TSC, offering valuable contributions to enhance
human resource practices, particularly in the evaluation and assessment of performance appraisal
within the commission. Policymakers, academic staff, and the commission’s management can benefit
significantly from these research outcomes in their efforts to optimize organizational effectiveness
and employee performance. The study contributed to the field theoretically by shedding light on the
distinct significance of employee performance appraisal within the specific context of the Bauchi
State TSC. It also contributes methodologically by employing robust research methods to investigate
the mediating effect of appraisal fairness.

Implications of the study

The research study examined the mediating effect of appraisal fairness between the relationship of
appraisal satisfaction and employee performance appraisal in Bauchi State Teachers Service Commission
(TSC), presenting a spectrum of implications crucial for both practical applications and theoretical under-
standing. Understanding the implications, these relationships hold significant value for the commission’s
operational strategies and the broader realm of organizational psychology and management theories.
Various key aspects that influence the efficacy of employee performance appraisals can be explored by
examining the implications arising from this research.

Theoretical contributions

It is a well-known fact that Equity theory posits that employees assess their input-output ratios in
comparison to others within their organization (Kelly et al., 2021). When employees perceive ineg-
uity in terms of effort, recognition, or rewards, they may experience dissatisfaction, leading to
decreased motivation and performance (Fallon et al., 2022). The findings of this research align closely
with this theory, highlighting that employees’ perceptions of fairness in the appraisal process directly
influence their appraisal satisfaction (Lyu et al., 2023; Uzochukwu et al., 2024; Venkateswaran et al.,
2023; Vide et al., 2023). Employees who believe that the appraisal system is just and equitable are
more likely to feel satisfied and motivated, enhancing their performance (Lyu et al., 2023). The
research study reveals that appraisal fairness is a crucial mediator between appraisal satisfaction and
employee performance. This mediating effect reflects the principles of organizational justice theory,
which emphasizes the importance of fairness in processes (procedural justice) and outcomes (distrib-
utive justice) (Lin et al., 2024). When employees perceive the appraisal process as fair, they are more
likely to feel satisfied with their evaluations, reinforcing their commitment to organizational goals
(Lyu et al., 2023). This relationship suggests that organizations must prioritize transparent and fair
appraisal practices to foster a culture of trust and satisfaction among employees (Uzochukwu et al.,
2024). Understanding the role of appraisal fairness in shaping employee perceptions can inform
strategic decisions within the Bauchi State Teachers Service Commission. Organizations can enhance
employee satisfaction and performance by integrating the principles of equity and organizational
justice into performance appraisal systems (Venkateswaran et al.,, 2023). This approach improves
individual outcomes and contributes to a more positive organizational climate. Training evaluators
on the importance of fairness and implementing structured feedback mechanisms can help ensure
that appraisals are perceived as equitable, thereby reinforcing employee motivation and commit-
ment. The implications of this study extend beyond immediate operational strategies. They contrib-
ute to the broader discourse in organizational psychology by reinforcing that fairness is a fundamental
component of effective management (Lyu et al., 2023; Venkateswaran et al., 2023). By highlighting
the relationship between appraisal fairness, satisfaction, and performance, this research invites fur-
ther investigation into how organizations can create equitable environments that support employee
well-being and productivity.
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Practical implications

The findings of this study highlighted the necessity for Bauchi State Teachers Service Commission to
adopt strategies that enhance and improve fairness and transparency of the appraisal process carried
out within the Commission—drawing from equity theory (Fallon et al., 2022; Lyu et al., 2023), ensuring
that employees perceive their evaluations as just. This can be achieved by developing clear guidelines
that outline the appraisal criteria making expectations transparent. Such measures can help employees
understand how their contributions are assessed, aligning their perceptions of input-output ratios with
their peers. To mitigate biases in evaluations, the research underscores the need for targeted training
programs for supervisors. These programs should promote unbiased, consistent evaluations, reinforcing
procedural justice, a key aspect of organizational justice theory. The commission can foster a culture
of fairness that resonates throughout the organization by equipping supervisors with the skills to con-
duct fair assessments and deliver constructive feedback. Training can also address potential biases,
enabling supervisors to recognize and rectify them, ultimately enhancing employee trust in the
appraisal process. Creating an environment that prioritizes fair appraisal procedures is vital for enhanc-
ing employee morale, performance, and overall satisfaction (Fallon et al.,, 2022; Lyu et al,, 2023). The
findings suggest that when employees perceive the appraisal system as equitable, they are more likely
to engage positively with their work and exhibit higher performance levels. This aligns with organiza-
tional justice theories, which posit that perceived fairness in organizational processes improves
employee attitudes and behaviors. The commission can cultivate a supportive workplace culture by
institutionalizing practices that reinforce fairness, such as regular audits of appraisal processes and
open channels for employee feedback.

Moreover, the significance of appraisal satisfaction, as indicated by the research findings, indicates the
need for personalized feedback mechanisms. Tailored feedback systems allow supervisors to address indi-
vidual employee concerns and aspirations, enhancing satisfaction. This aligns with the principles of
equity theory, where employees are motivated not only by outcomes but also by the perceived fairness
of the processes leading to those outcomes. Providing avenues for employees to voice their concerns
and receive personalized responses fosters a sense of belonging and respect, further strengthening their
commitment to the organization. The research findings offer valuable insights that can transform the
operational framework of the Bauchi State Teachers Service Commission by aligning practices with estab-
lished organizational theories. The commission can significantly enhance employee morale and perfor-
mance by prioritizing fairness, transparency, and personalized feedback within the appraisal process.
These strategies reflect a commitment to equity and justice and position the commission as a progres-
sive entity focused on the well-being of its academic staff, ultimately contributing to a more effective
educational environment.

Limitations and suggestions for future research

The research utilized a probability cluster sampling technique, which, while statistically robust, may still
introduce biases. The population was drawn from academic staff at senior secondary schools within the
Bauchi State TSC, amounting to 5,016 members. The sample size of 371 and the valid responses from
335 participants might not adequately represent the entire population. This could skew the results if
specific clusters were overrepresented or underrepresented, such as schools with differing performance
levels or staff demographics. The findings may not accurately reflect the appraisal satisfaction and
employee performance across all schools within the state, limiting the generalizability of the conclusions
drawn. The use of a five-point Likert scale (1=Strongly Agree to 5=Strongly Disagree) can also lead to
response bias. Participants may exhibit social desirability bias, responding in ways they perceive as
favorable rather than expressing true feelings, especially regarding sensitive topics like performance
appraisal. This is compounded by a tendency to favor neutral responses, which may obscure actual
sentiments about appraisal fairness and satisfaction. Moreover, appraisal satisfaction, fairness, and
employee performance constructs need to be clearly defined and relevant to the local context. If survey
items are not culturally appropriate for Bauchi State, measurement bias could arise. Data analysis using
Smart PLS Version 4 is practical, but reliance on a single software package could introduce limitations
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if model assumptions are violated. The study’s cross-sectional design restricts causal inferences, as it
captures data at a single point in time. Changes in external factors, like educational policy or economic
conditions, could further affect results, leading to misinterpretations. Future research should also employ
more representative sampling, ensure cultural relevance in measurement, and consider longitudinal
designs.

Additionally, diverse data collection methods, such as interviews or objective metrics, can provide a
more comprehensive understanding of variable relationships and improve validity and reliability.
Additionally, longitudinal study designs could illuminate causal relationships over time, revealing how
fluctuations in factors like appraisal satisfaction and fairness impact employee performance appraisal
outcomes. Furthermore, employing a mixed-methods approach, including qualitative techniques such as
interviews or focus groups, could uncover the underlying mechanisms connecting appraisal satisfaction,
fairness, and performance appraisal. Expanding the scope to include cross-cultural comparisons would
provide valuable perspectives on how cultural dynamics influence perceptions and reactions to perfor-
mance appraisal processes. Moreover, moderator analyses exploring factors like organizational culture or
demographic variables could shed light on when and for whom the mediating effect of appraisal fairness
is most significant, enabling organizations to tailor their appraisal systems more effectively. By integrating
these strategies, future studies can enhance the robustness and applicability of their findings, contribut-
ing to a deeper understanding of the mediating role of appraisal fairness in the context of employee
performance appraisal exercise.
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