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Abstract

The study discusses the employees’ perception of performance appraisal in higher education institutes 
of Pakistan and the factors that affect the perception of fairness. The sample of the study comprised 
of 124 participants from the higher educational institutes of Pakistan. Data was collected through the 
use of questionnaire designed for this study. The results suggest that effectiveness of the manager, 
perceived employee-manager relationship, frequency and quality of feedback given to the employee 
and setting up of clear expectations and goals, reflect positively on the perception of fairness in the 
performance appraisal system of an organization, thereby providing an insight on the effects of 
fairness of a performance management system on organizational relationships in the public sector 
context. The study will help expand organizational relationships for improved productivity and 
sustainability.
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Introduction

 Human resource development has been an area of great importance and keen interest over 
the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
its rivals (Chellandurai, 2006; Collins & Porras, 2001). Companies hence have invested heavily in the 
development and training of their employees and has focused on their retention through rewards and 
incentives. An equally important undertaking is the performance appraisal of the employees as both 
the reward and performance appraisal systems form a major component of the overall Performance 
Management System of an organization (Banfield, 2008; Lussier, 2012; Snell, 2012; Venclová Kateři-
na, 2013). The Evolutionary process of prescribed performance appraisal has allowed the managers to 
gauge, contrast and give feedback on employees’ performance, allowing them to better 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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Abstract

The study discusses the employees’ perception of performance appraisal in higher education institutes 
of Pakistan and the factors that affect the perception of fairness. The sample of the study comprised 
of 124 participants from the higher educational institutes of Pakistan. Data was collected through the 
use of questionnaire designed for this study. The results suggest that effectiveness of the manager, 
perceived employee-manager relationship, frequency and quality of feedback given to the employee 
and setting up of clear expectations and goals, reflect positively on the perception of fairness in the 
performance appraisal system of an organization, thereby providing an insight on the effects of 
fairness of a performance management system on organizational relationships in the public sector 
context. The study will help expand organizational relationships for improved productivity and 
sustainability.
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Introduction

 Human resource development has been an area of great importance and keen interest over 
the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
its rivals (Chellandurai, 2006; Collins & Porras, 2001). Companies hence have invested heavily in the 
development and training of their employees and has focused on their retention through rewards and 
incentives. An equally important undertaking is the performance appraisal of the employees as both 
the reward and performance appraisal systems form a major component of the overall Performance 
Management System of an organization (Banfield, 2008; Lussier, 2012; Snell, 2012; Venclová Kateři-
na, 2013). The Evolutionary process of prescribed performance appraisal has allowed the managers to 
gauge, contrast and give feedback on employees’ performance, allowing them to better 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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Abstract

The study discusses the employees’ perception of performance appraisal in higher education institutes 
of Pakistan and the factors that affect the perception of fairness. The sample of the study comprised 
of 124 participants from the higher educational institutes of Pakistan. Data was collected through the 
use of questionnaire designed for this study. The results suggest that effectiveness of the manager, 
perceived employee-manager relationship, frequency and quality of feedback given to the employee 
and setting up of clear expectations and goals, reflect positively on the perception of fairness in the 
performance appraisal system of an organization, thereby providing an insight on the effects of 
fairness of a performance management system on organizational relationships in the public sector 
context. The study will help expand organizational relationships for improved productivity and 
sustainability.
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Introduction

 Human resource development has been an area of great importance and keen interest over 
the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
its rivals (Chellandurai, 2006; Collins & Porras, 2001). Companies hence have invested heavily in the 
development and training of their employees and has focused on their retention through rewards and 
incentives. An equally important undertaking is the performance appraisal of the employees as both 
the reward and performance appraisal systems form a major component of the overall Performance 
Management System of an organization (Banfield, 2008; Lussier, 2012; Snell, 2012; Venclová Kateři-
na, 2013). The Evolutionary process of prescribed performance appraisal has allowed the managers to 
gauge, contrast and give feedback on employees’ performance, allowing them to better 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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Abstract

The study discusses the employees’ perception of performance appraisal in higher education institutes 
of Pakistan and the factors that affect the perception of fairness. The sample of the study comprised 
of 124 participants from the higher educational institutes of Pakistan. Data was collected through the 
use of questionnaire designed for this study. The results suggest that effectiveness of the manager, 
perceived employee-manager relationship, frequency and quality of feedback given to the employee 
and setting up of clear expectations and goals, reflect positively on the perception of fairness in the 
performance appraisal system of an organization, thereby providing an insight on the effects of 
fairness of a performance management system on organizational relationships in the public sector 
context. The study will help expand organizational relationships for improved productivity and 
sustainability.
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Introduction

 Human resource development has been an area of great importance and keen interest over 
the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
its rivals (Chellandurai, 2006; Collins & Porras, 2001). Companies hence have invested heavily in the 
development and training of their employees and has focused on their retention through rewards and 
incentives. An equally important undertaking is the performance appraisal of the employees as both 
the reward and performance appraisal systems form a major component of the overall Performance 
Management System of an organization (Banfield, 2008; Lussier, 2012; Snell, 2012; Venclová Kateři-
na, 2013). The Evolutionary process of prescribed performance appraisal has allowed the managers to 
gauge, contrast and give feedback on employees’ performance, allowing them to better 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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Abstract

The study discusses the employees’ perception of performance appraisal in higher education institutes 
of Pakistan and the factors that affect the perception of fairness. The sample of the study comprised 
of 124 participants from the higher educational institutes of Pakistan. Data was collected through the 
use of questionnaire designed for this study. The results suggest that effectiveness of the manager, 
perceived employee-manager relationship, frequency and quality of feedback given to the employee 
and setting up of clear expectations and goals, reflect positively on the perception of fairness in the 
performance appraisal system of an organization, thereby providing an insight on the effects of 
fairness of a performance management system on organizational relationships in the public sector 
context. The study will help expand organizational relationships for improved productivity and 
sustainability.

Keywords: Performance Appraisal, Fairness Perception, Organizational Relationship

JEL Classification: Z 000

Introduction

 Human resource development has been an area of great importance and keen interest over 
the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
its rivals (Chellandurai, 2006; Collins & Porras, 2001). Companies hence have invested heavily in the 
development and training of their employees and has focused on their retention through rewards and 
incentives. An equally important undertaking is the performance appraisal of the employees as both 
the reward and performance appraisal systems form a major component of the overall Performance 
Management System of an organization (Banfield, 2008; Lussier, 2012; Snell, 2012; Venclová Kateři-
na, 2013). The Evolutionary process of prescribed performance appraisal has allowed the managers to 
gauge, contrast and give feedback on employees’ performance, allowing them to better 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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Abstract

The study discusses the employees’ perception of performance appraisal in higher education institutes 
of Pakistan and the factors that affect the perception of fairness. The sample of the study comprised 
of 124 participants from the higher educational institutes of Pakistan. Data was collected through the 
use of questionnaire designed for this study. The results suggest that effectiveness of the manager, 
perceived employee-manager relationship, frequency and quality of feedback given to the employee 
and setting up of clear expectations and goals, reflect positively on the perception of fairness in the 
performance appraisal system of an organization, thereby providing an insight on the effects of 
fairness of a performance management system on organizational relationships in the public sector 
context. The study will help expand organizational relationships for improved productivity and 
sustainability.
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Introduction

 Human resource development has been an area of great importance and keen interest over 
the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
its rivals (Chellandurai, 2006; Collins & Porras, 2001). Companies hence have invested heavily in the 
development and training of their employees and has focused on their retention through rewards and 
incentives. An equally important undertaking is the performance appraisal of the employees as both 
the reward and performance appraisal systems form a major component of the overall Performance 
Management System of an organization (Banfield, 2008; Lussier, 2012; Snell, 2012; Venclová Kateři-
na, 2013). The Evolutionary process of prescribed performance appraisal has allowed the managers to 
gauge, contrast and give feedback on employees’ performance, allowing them to better 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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The study discusses the employees’ perception of performance appraisal in higher education institutes 
of Pakistan and the factors that affect the perception of fairness. The sample of the study comprised 
of 124 participants from the higher educational institutes of Pakistan. Data was collected through the 
use of questionnaire designed for this study. The results suggest that effectiveness of the manager, 
perceived employee-manager relationship, frequency and quality of feedback given to the employee 
and setting up of clear expectations and goals, reflect positively on the perception of fairness in the 
performance appraisal system of an organization, thereby providing an insight on the effects of 
fairness of a performance management system on organizational relationships in the public sector 
context. The study will help expand organizational relationships for improved productivity and 
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Introduction

 Human resource development has been an area of great importance and keen interest over 
the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
its rivals (Chellandurai, 2006; Collins & Porras, 2001). Companies hence have invested heavily in the 
development and training of their employees and has focused on their retention through rewards and 
incentives. An equally important undertaking is the performance appraisal of the employees as both 
the reward and performance appraisal systems form a major component of the overall Performance 
Management System of an organization (Banfield, 2008; Lussier, 2012; Snell, 2012; Venclová Kateři-
na, 2013). The Evolutionary process of prescribed performance appraisal has allowed the managers to 
gauge, contrast and give feedback on employees’ performance, allowing them to better 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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Introduction

 Human resource development has been an area of great importance and keen interest over 
the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
its rivals (Chellandurai, 2006; Collins & Porras, 2001). Companies hence have invested heavily in the 
development and training of their employees and has focused on their retention through rewards and 
incentives. An equally important undertaking is the performance appraisal of the employees as both 
the reward and performance appraisal systems form a major component of the overall Performance 
Management System of an organization (Banfield, 2008; Lussier, 2012; Snell, 2012; Venclová Kateři-
na, 2013). The Evolutionary process of prescribed performance appraisal has allowed the managers to 
gauge, contrast and give feedback on employees’ performance, allowing them to better 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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Abstract

The study discusses the employees’ perception of performance appraisal in higher education institutes 
of Pakistan and the factors that affect the perception of fairness. The sample of the study comprised 
of 124 participants from the higher educational institutes of Pakistan. Data was collected through the 
use of questionnaire designed for this study. The results suggest that effectiveness of the manager, 
perceived employee-manager relationship, frequency and quality of feedback given to the employee 
and setting up of clear expectations and goals, reflect positively on the perception of fairness in the 
performance appraisal system of an organization, thereby providing an insight on the effects of 
fairness of a performance management system on organizational relationships in the public sector 
context. The study will help expand organizational relationships for improved productivity and 
sustainability.
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Introduction

 Human resource development has been an area of great importance and keen interest over 
the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
its rivals (Chellandurai, 2006; Collins & Porras, 2001). Companies hence have invested heavily in the 
development and training of their employees and has focused on their retention through rewards and 
incentives. An equally important undertaking is the performance appraisal of the employees as both 
the reward and performance appraisal systems form a major component of the overall Performance 
Management System of an organization (Banfield, 2008; Lussier, 2012; Snell, 2012; Venclová Kateři-
na, 2013). The Evolutionary process of prescribed performance appraisal has allowed the managers to 
gauge, contrast and give feedback on employees’ performance, allowing them to better 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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Abstract

The study discusses the employees’ perception of performance appraisal in higher education institutes 
of Pakistan and the factors that affect the perception of fairness. The sample of the study comprised 
of 124 participants from the higher educational institutes of Pakistan. Data was collected through the 
use of questionnaire designed for this study. The results suggest that effectiveness of the manager, 
perceived employee-manager relationship, frequency and quality of feedback given to the employee 
and setting up of clear expectations and goals, reflect positively on the perception of fairness in the 
performance appraisal system of an organization, thereby providing an insight on the effects of 
fairness of a performance management system on organizational relationships in the public sector 
context. The study will help expand organizational relationships for improved productivity and 
sustainability.
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Introduction

 Human resource development has been an area of great importance and keen interest over 
the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
its rivals (Chellandurai, 2006; Collins & Porras, 2001). Companies hence have invested heavily in the 
development and training of their employees and has focused on their retention through rewards and 
incentives. An equally important undertaking is the performance appraisal of the employees as both 
the reward and performance appraisal systems form a major component of the overall Performance 
Management System of an organization (Banfield, 2008; Lussier, 2012; Snell, 2012; Venclová Kateři-
na, 2013). The Evolutionary process of prescribed performance appraisal has allowed the managers to 
gauge, contrast and give feedback on employees’ performance, allowing them to better 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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Abstract

The study discusses the employees’ perception of performance appraisal in higher education institutes 
of Pakistan and the factors that affect the perception of fairness. The sample of the study comprised 
of 124 participants from the higher educational institutes of Pakistan. Data was collected through the 
use of questionnaire designed for this study. The results suggest that effectiveness of the manager, 
perceived employee-manager relationship, frequency and quality of feedback given to the employee 
and setting up of clear expectations and goals, reflect positively on the perception of fairness in the 
performance appraisal system of an organization, thereby providing an insight on the effects of 
fairness of a performance management system on organizational relationships in the public sector 
context. The study will help expand organizational relationships for improved productivity and 
sustainability.
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Introduction

 Human resource development has been an area of great importance and keen interest over 
the last three decades, where skills and knowledge of the employees has emerged as the most valuable 
asset of a firm. It is this skilled workforce that provides the firms with competitiveness and edge over 
its rivals (Chellandurai, 2006; Collins & Porras, 2001). Companies hence have invested heavily in the 
development and training of their employees and has focused on their retention through rewards and 
incentives. An equally important undertaking is the performance appraisal of the employees as both 
the reward and performance appraisal systems form a major component of the overall Performance 
Management System of an organization (Banfield, 2008; Lussier, 2012; Snell, 2012; Venclová Kateři-
na, 2013). The Evolutionary process of prescribed performance appraisal has allowed the managers to 
gauge, contrast and give feedback on employees’ performance, allowing them to better 
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manage the human resource available with them (Giangreco, 2012; Roberts, 2003).  

 Nowadays, a large number of organizations have a formal performance evaluation system in 
place (Lunenburg, 2012), whether government owned or private, global or local, manufacturing or 
services (Fink, 1998). These firms use performance appraisal for numerous reasons, including 
decisions relating to pay, allowances and promotions, requirement of training and skill development 
and for registering performance in a stipulated time-frame (Elicker, 2006). However, conceptualiza-
tion and implementation of an effective performance appraisal system is a challenging and uphill task 
for the human resource  department in any organization (Shahbaz, 2011). One of most important 
aspect intimately related to the effectiveness of the performance appraisal system is the perception of 
fairness of the system by the employees. The perception of fairness is inter linked to the satisfaction 
of employees with the performance appraisal system and has a positive influence on work perfor-
mance, organizational commitment (Kuvaas, 2010) and job satisfaction (Jawahar, 2006). 

 The educational institutes in the world are no different when it comes to performance 
appraisal, especially in the western societies. The universities/ degree awarding institutions (DAI) 
utilize performance appraisal in order to effectively develop and utilize their workforce, and like all 
other organizations, face the challenge of implementing an effective system perceived to be fair and 
just by the employees. This study is aimed at critically analyzing the higher education sector of 
Pakistan in a bid to bring to light various factors that affect the perception of fairness of the imple-
mented performance appraisal systems.

Review of Related Literature

 Performance appraisal is a widely discussed discipline and many scholars have rendered 
various interpretations of it for assimilation. According to Muo (2007) performance appraisal is an 
organized, methodical and formulized practice of assessment of employees’ performance, including 
feedback for refinements.  Golec (2007) described it as a decision making tool that allows firms to 
place the right man for the right job at the right time.  Taylor (2003) described it as a process through 
which the employees receive feedback in a designed, formatted and adequately framed manner in 
order for them to reflect upon their work and growth prospective.  Scot and Finch (2005) contributed 
that performance appraisal systems utilize a standardized, homogeneous evaluation criteria to bench-
mark the performance of the employees.  Grote (2011) defined it as a procedure adapted by superiors 
to judge the performance of their subordinates on an annual or semi-annual basis in order to make 
informed decisions about their advancement, incentives and requirements for skill development / 
training.

 The historical root of performance appraisal are centuries old, yet its exact origin remains 
unknown. Its application can however be traced back to the third century during the Wei Dynasty 
(221-265 AD) where it was used for performance measurement of the official family members 
(Coens, 2000). In the US, 1813 was the year when official workforce assessment formally 
commenced in the US Army under General Lewis Cass (Wiese, 1998). Carnegie-Mellon University 
developed the first structured appraisal system during World War I based on physiological domains 
(Peters, 2011). Management studies gained great impetus after World War II and success of perfor-

mance appraisal within the Military transcended it into the business domain as well. 

 Extensive research has gone into the Performance appraisal domain and various categoriza-
tions have emerged over time. Each system has its pros and cons and serves as an alternate to the 
other, keeping in view the requirements, conditions and situations that persist in an organization 
(Dessler, 2012).  These classifications include modern and traditional methods (Deb, 2006; Khurana, 
2010; Randhawa, 2007), scaling methods, narrative methods (Mathis, 2012), Object or performance 
oriented methods and judgmental methods (Griffin, 2012; Pride, 2012), comparative rating, narrative 
and behavioral methods (Bogardus, 2007; Schermerhorn, 2011). They have also been subcategorized 
in to three approaches; Absolute Standard Approach, Judgmental Approach and the Result Oriented 
Approach (Dessler, 2012; Bratton, 2012). Table 1 provides a detailed overview of the various catego-
rizations of performance appraisal systems done by prominent scholars. 

 Classical or traditional methods are known to focus on past performance. These include 
Rating Scale, Paired Comparison, Key Incident Method, Questionnaire etc (Venclová Kateřina, June 
2013); whereas, the modern methods concentrate towards the future, focusing on the employees’ 
potential to grow and develop (Deb, 2006; Randhawa, 2007; Khurana, 2010). These, according to the 
above writers include 360 Degree feedback, Human Resource Accounting (HRA), Assessment 
Centre, Management by Objectives (MBO). The scaling method involves systems such as Graphic 
rating scales and checklist methods, whereas the narrative method involves oral appraisal, pen 
pictures, free essay etc (Mathis, 2012). The most widely used appraisal systems are the Rating and 
Checklist Methods (Bogardus, 2007). Table 1 below presents an overview of how various prominent 
scholars / researchers have categorized performance appraisal systems.

(A - Deb, 2006; B - Khurana et al., 2010; C - Randhawa, 2007; D - Griffin, 2012; E –
Pride, 2012: F - Mathis & Jackson, 2011; G - Bogardus, 2007; H - Schermerhorn, 2011)

Table – 1 - Categorizations of Performance Appraisal Systems by prominent scholars
(Venclová Kateřina, June 2013)

Table 1

(Table Continued...)

Errors in Performance Appraisal

 Performance Appraisal systems are designed to represent the true abilities of an employee in 
order for the managers to take informed decisions. The key pre-supposition in every Performance 
evaluation system is that the manager remains just and impartial and portrays the true picture of 
individuals. In reality  managers are susceptible to a number of influences which lead to what are 
known as ‘Errors’ in the performance evaluation (Guerra-Lopez, 2009). Prominence of such errors 
thus dilutes the perception of fairness of the system and in turn the organization in the eyes of the 
employees. Few of them are summarized in table 2:

Table 2

Evaluation Errors

 

 Even if all these errors were procedurally or systematically mitigated, the performance 
appraisal system still may not produce the desired result, unless the system is not only impartial but 
also appears to be fair and just to the employees. The perception of fairness is one of the most promi-
nent instruments considered during the assessment of an evaluation system (Jacobs, 1980). The 
widely recognized concerns related to the success of the system and its perception of fairness of 
appraisal systems include:
• Anxiety over unexpected outcomes
• Lack of understanding about the system by the employees
• Apprehensions over modification in associations between the manager and the employee
• Threat of Poor Self Image
• Fright of Change
• Uneasiness of sharing the appraisal with subordinates
• Time consuming      Egdorf (2006)

 Fairness can be broadly categorized in three domains; Interpersonal Fairness, Procedural 
Fairness and Outcome Fairness (Prather, 2010). Erdogan (2002) defined interpersonal fairness as 
justice in treating employees ethically, truthfully, with respect and described Procedural fairness as the 
consistency with which the employees are judged. The outcome fairness is the consistency of rewards 
in comparison to the perceived outcome by the employee.

 Many studies have been undertaken to link the perception of fairness of the appraisal system 
to numerous variables affecting organizations performance and outcome.  Kuvaas (2010) found a 
positive relationship between the perceived fairness/effectiveness of the system with performance and 
organizational commitment. Jawahar (2006) found it to be negatively related to employees’ turnover 
intentions/ plans. Darehzereshki (2013) studied the relationship between the quality of the perfor-
mance appraisal system and job satisfaction. Kumar (2013) deliberated upon the effect of perceived 
fairness of the appraisal systems on the performance of employees in the Indian Telecom industry.  

Wright  (2004) highlighted that companies must understand that the lack of fairness in the appraisal 
system can lead to severe organizational issues including, deterioration of morale, lower productivity 
levels, higher absenteeism, which would eventually lead to turnover. 

Performance Appraisal in Pakistani Context

 Few studies have also been undertaken in Pakistan relating to the performance appraisal 
systems in Pakistan. Shahbaz (2011) studied the employees perception about the performance 
appraisal and factors that might hinder the successful implementation of the system in furniture manu-
facturing firms of Pakistan.  Karimi (2011) highlighted the relationship between performance apprais-
al systems and employee satisfaction in an international non-govt organization. Saqib (2012) contrast-
ed the performance appraisal system used in govt offices in Pakistan with the contemporary systems 
in vogue. Rasheed (2011) conducted a study in the University of Bahawalpur on how performance 
appraisal can improve the performance of teachers. Ishaq (2009) focussed on the awareness levels of 
employees about the performance appraisal system and its affects on the organizations, both in the 
public and private sectors.

 The review of literature amply highlights the affects of an effective appraisal system on 
outcomes such as productivity, job satisfaction, turnover etc of an organization. It also sheds light on 
the importance of perception of fairness has on employees satisfaction levels and on the other 
variables highlighted above. Although studies on performance appraisal within Pakistan have been 
conducted, the focus of this study remains on the variables that affect the perception of fairness in 
higher educational institutes of Pakistan. Based on the available literature, the following hypothesis 
were formulated:

H0 – Effectiveness of the manager and frequency and quality of feedback given has no effect on the 
perception of fairness of the appraisal systems 
H1 – Effectiveness of the manager has a positive influence on the perception of fairness of the apprais-
al systems.
H2 – Frequency and quality of feedback given to the employee have a positive influence on the 
perception of fairness of the appraisal systems.

Methodology

Research Design

 This exploratory approach followed a quantitative query in order to highlight the factors 
affecting the perception of performance appraisal within the higher education institutes of Pakistan. 
Primary data was utilized for the conduct of the research through voluntary respondents filling up 
questionnaire designed for the subject study.

Reliability and Validity Addressed

 In order to address the issues related to Content validity, an instrument that had already been 

utilized for conducting a similar study was chosen and tailored. The scale used by Prather (2010) was 
utilized for the subject study. All important aspects related to the perception of fairness were ensured 
to be present within the instrument in order to accurately assess and measure the various aspects of the 
construct. The instrument was also shared with a subject matter expert in order to improve the validity. 
A pilot study was also launched in order to ascertain the construct validity and fine tune the instru-
ment. The Cronbach Alpha coefficient was recorded at 0.7, as under:

Figure 1. Reliability Statistics

KMO and Bartlett’s test results are as under:

Figure 2. KMO and Bartlett’s Test

Sample

 This exploratory study was undertaken using convenience sampling technique in order to 
collect the quantitative data from both the private and public sector institutes. A sample of 200 respon-
dents was chosen to represent the target population. Out of the 200 questionnaire, n=124 filled 
questionnaires were received and found correct / complete in all respects.

Instrument

 In this study, the scale was formulated in order to ascertain the linkage of perception of 
fairness and various variables governing the three different categories of fairness, i.e Interpersonal, 
Procedural and Outcome Fairness. The items were spawned through extensive review of the available 
literature, with special focus on the scale by Prather ( 2010). The relevant items were modified / 
tailored to the requirement / settings of the study. A total of n=41 items formed part of the question-
naire, which was subdivided into six sections.  Section 1 focused on the demographics and consisted 
of 4-items. Section 2 measured the effectiveness of the managers on a 13-item scale. Section 3 target-
ed the perceived manager-employee relationship and consisted of 7 items.  Section 4 highlighted the 
quality and frequency of feedbacks (8-items) in the higher education institutes. Section 5 and 6 
measured clear expectations and goals and perception of fairness on 6 and 3 item scale. All sections, 

except Section 1 were administered on the Likert Scale ranging from Strongly Disagree=1 to Strongly 
Agree=5. The breakdown of the variables viz a viz variables selected is given in table 3.

Table 3

Variable vs Items

Procedure

 Formal request was lodged for undertaking the subject study in the higher educational 
institute in Karachi. Once approval was received, the respondents were handed out questionnaire 
containing close ended questions through hand delivery and by electronic mail. Queries pertaining to 
the questionnaire were resolved amicably in order for the results to remain authentic. Out of the n=200 
questionnaires, n=124 were received complete in all respects.

Result
 Correlation matrix suffixed under indicates the result obtained through SPSS.

Correlation Matrix

Table 4

Correlation is significant at the 0.01 level (2-tailed).

 As indicated in the correlation matrix, a significant correlation exists between perception of 
fairness and effectiveness of a manager (r=.467, p<.01), hence H1 is accepted. Similarly a significant 
correlation exists in between the perception of fairness of the performance appraisal system and the 
frequency and quality of feedback given to the employees (r=.558, p<.01). Hence H2 is also accepted. 
A strong correlation also exists between the effectiveness of the manager and quality and frequency 
of feedbacks given to the employees (r=.524, p<.01). Quality and frequency of feedback has a positive 
correlation with clarity of goals within the organization (r=.463, p<.01). Keeping the results in view, 

the null hypothesis, that effectiveness of managers and the quality and frequency of feedbacks given 
to the employees has no effect on the perception of fairness of the performance appraisal systems, 
stands rejected, whereas both H1 and H2 are accepted.

Discussion

 Based on the study undertaken, it is evident that the perception of fairness depends on many 
factors, out of which effectiveness of the manager, quality and frequency of feedback on employees’ 
performance has the most significant influence and cause improved commitments towards the organi-
zation. Clarity of goals and perceived employee-manager relationships also has a positive impact on 
the perception of fairness of the performance appraisal system but are not the predominant factors. 
Another interesting fact to note is that increased frequency in the feedback and its quality has a 
positive influence on the clarity on goals of the employees. Similarly, effectiveness of the manager has 
a positive influence on the clarity of goals by the employees. Studies conducted by Panggabean 
(2001), Tang (1996), Thurston (2003) and Walsh (2003) also highlighted the same aspects as well.

 The mean of the data obtained was ascertained to be 3.789 which suggest that in general, all 
independent variables had a positive influence on the perception of the performance appraisal system. 
Employees have confidence in the performance appraisal systems and are generally satisfied with the 
standards set. These findings should give confidence to the managers that their employees are general-
ly satisfied with the performance appraisal system and should have confidence in the installed system. 
The first hypothesis set to discover the positive influence of manager’s effectiveness on the perception 
of fairness of appraisal systems. It was evident that the same has a significant correlation and the 
managers must improve their effectiveness in an organization. This intern will have a positive 
influence on the perception of performance appraisal, thereby affecting the overall efficiency of the 
employee. The second hypothesis postulated that frequency of quality feedback is significantly 
correlated to the fairness perception of performance appraisal systems. Also, the finding that there is 
a significant correlation between effective managers and provision of quality and frequent feedback 
should serve as a guiding principle for all managers. In order to exercise an effective control over 
employees, frequent and quality feedbacks must be provided, which will also ensure the perception of 
fairness of the system. It is also worth mentioning that other independent variables such as Perceived 
Employee-Manager Relationship and Clear Expectations and Goals had an impact on the perception 
of fairness of the performance appraisal system. This affect may not be as pronounced as the other two 
variables; nonetheless the general perception suggests that companies that set clear goals within the 
organizations tend to have improved perception of fairness in their organizations. The study targeted 
the performance appraisal in the higher educational institutes of Pakistan in an attempt to highlight 
measures that can help in improving the perceptions of these enforced systems in the eyes of the 
employee. Although the collective mean suggests that the employees are generally satisfied / have an 
inclination towards the positive aspects of the performance appraisal, however in specific to the 
perception of fairness, the mean is 2.882 which is considerably low. It can be deduced that in general, 
the employees have an inclination of slight negativity towards perception of fairness, however they 
have confidence in the variables such as managers effectiveness and quality feedbacks which should 
help to improve the overall perception of the performance appraisal system.

Conclusion

 For decades, performance appraisal systems have been used for a variety of reasons, ranging 
from judging the performance of the employees to finding out ways and means of improving the 
organizational setup for improved performances. Several techniques are used worldwide in a bid to 
unlock the mysteries related to the performance appraisal and management. In Pakistan, the concept 
of performance appraisal is relatively new and comparatively older models/ tool are being utilized to 
undertake this enterprise. With Human resource being modelled to fuel the organizations, employees 
are getting vary of the performance appraisal systems and seek fair and just systems to correctly 
portray their performance. Job satisfaction has been known to be affected by the perception of fairness 
of the performance appraisal system. The concept of performance evaluation should be strengthened 
to achieve its objectives. As suggested by Tang et al. (1996), managers need to have control over 
employees’ perception with a fair performance appraisal practices to give effect to satisfaction, 
commitment and involvement in the organization. In order to make the perception of performance 
appraisal fair, managers need to focus on their relationship with the employees. Aspect of provision-
ing of frequent and quality feedback must be institutionalized into all public and private sector organi-
zation as it will increase the positive perceptions of the appraisal systems. Having clear expectations 
and goals for employees is another aspect of how managers can improve the perception fairness of the 
companies. Hence organizations should endeavor to adapt fair performance appraisal systems which 
would in turn highlight the issues related to the employ, help in improving their perception of the 
fairness, provide job satisfaction and in turn increase the efficiency / profitability of the organization.

Future Implications

 Lack of performance appraisal studies, specially related to perception of fairness was the 
main driving force behind this study. This study will help provide some insight into the perception of 
the employees about the fairness of the performance measurement systems in vogue and will help 
identify avenues for improving the systems. The study was restricted to the higher educational 
institutes of Pakistan. As a way forward, similar studies can be endeavored in various other domains 
such as the pharmaceutical, banking, finance etc sectors in order to have a holistic look at the variables 
that effect the perception of fairness of performance appraisal systems. The study can also be expand-
ed into other geographical regions of Pakistan in a bid to ascertain whether cultural changes affect the 
outcome of perception of employees on a particular performance appraisal system or not.
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