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Abstract
Business and management researchers have shown that performance appraisals have
continued to remain a standard component of the human resource management (HRM)
function and play an integral role in contributing to employee performance and job
satisfaction levels. Recent researchers indicated that employees have continued to hold
negative views about the degree of fairness and accuracy of appraisals, thus rendering the
process a mere routine and periodic ritual detrimental to organizational efficiency and
growth. The purpose of this study was to add to what is a paucity of data on perceptions
of fairness of employees and examine the employee perceptions of fairness in
performance appraisals related to job satisfaction. The conceptual framework for this
study was rooted in organizational justice and motivational theory. Research questions
examined the perceptions of employees of performance appraisals on job satisfaction.
Qualitative data were collected in this multiple case study using face-to-face interviews
of 20 participants. Data were organized, coded, and analyzed for emergent themes and
patterns that aligned with the research questions. Research findings showed that
employee perceptions of performance appraisals are critical and remain an invaluable
component of the human resource function to benefit management executives and should
include basic knowledge and employee input in the appraisal design and process.
Implications for possible positive social change may include enhanced insights,
knowledge, and understanding of the perceptions of performance appraisals that may
enhance management decisions through fair, just, and accurate employee appraisals that

will positively translate to job satisfaction.
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Chapter 1: Introduction to the Study
Introduction

Performance appraisals (PA) have remained a standard component of the human
resource management (HRM) function given the widespread belief that they contribute to
organizational productivity and efficiency. However, researchers have suggested that
employees and supervisors hold negative views on the appraisal process and its degree of
fairness (Kim & Holzer, 2016). This research is important as it may contribute to
understanding the perceptions that employees hold about PAs. It may also provide a
practical framework for promoting fairness perceptions of performance evaluations and
how they relate to perceived job satisfaction.

This study included recommendations on how stakeholders may apply the
findings as a practical measure to developing performance appraisal systems. Through
the fairness perceptions of performance appraisals, employees may develop attitudes and
behaviors that could positively impact individual performance and contribute to enhanced
levels of job satisfaction (Dzansi, Chipunza, & Dzansi, 2016). The study is important
given the number of researchers who suggested job satisfaction is a precursor of
organizational promise and a fundamental organizational goal of employee’s perceptions
of personal commitment to fairness in the workplace (Behzad & Habib, 2015; Jonathan,
2013; Yang, 2016). The results of this study provided information that applies to human
resource managers and professionals or practitioners of organizations in private, public,

and government agencies.
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The outcome of the study provided a basis for managers and employees to discuss
the importance of work-related issues that might not otherwise be addressed. It was
expected that both managers and subordinates would report the experiences as positive
and relevant when an appraisal is conducted fairly. It would encourage supervisors to
focus on goals and work activities by addressing existing problems and overcoming
barriers to improved work performance and enhancement of job satisfaction (Ali, 2016).
The study would enable agencies to provide workers with recognition for efforts and to
identify staff individual training and development needs. Employees would view the
appraisal interview as the only opportunity available to them for having an exclusive and
uninterrupted period with the supervisor who is influential in determining job satisfaction
through recognition of work achievements.

Chapter 1 serves as a roadmap to guide the readership in understanding the
background, problem, purpose, and conceptual framework, nature of the study, definition
of the terms, assumptions, scope and delimitations, and the limitations of the study. A
concise description of the various subsections or subtopics of the critical significance of
the research area within each of the major areas of the research is also provided.

Background of the Study

The current study was an effort to build on recommendations of other studies
outlined in a research article on employee perceptions and the value of performance
appraisals. Further research and review of the topics on perceptions of employee PAs on
job satisfaction provided the basis for the need to conduct this study based on the

challenges posed by the fairness perceptions of PAs on job satisfaction and its associated
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purposes. This research is relevant and applies to a health care organization, based on the
outcomes and investment returns of the PA systems in organizations that tend to
implement the PA process.

PAs have become an essential element of the business process of measuring and
managing performance and are widely considered to be a valuable HRM function
(Radebe, 2015). The appraisal system has become an invaluable tool utilized by
managers and supervisors to manage and motivate employees to work effectively by
providing recognition and rewards such as promotion, pay awards, bonuses, or the delay
of promotion of employees, based on their performance for satisfaction (Joseph, 2014;
Owoyemi & George, 2013; Park, 2014). PAs have traditionally, been used worldwide as
a means of measuring workers’ performance, goals setting for the future, and the
identification of areas of employee professional training and development needs
(O’Boyle, 2013). It continues to remain one of the most crucial human resource practices
with the goal of assessing employee performance and contributions intended to impact
the individual positively, and the organization’s long-term effectiveness (Aleassa, 2014).

Organizations adopt PA systems for several reasons including the management of
employee development, selection, retention, and training (Deepa, Palaniswamy, &
Kuppusamy, 2014). Some agencies apply the PA system to help estimate staffing
requirements and numbers, promotion, compensation and benefits packages, bonuses,
incentives, demotions, dismissals, tenure, training, development of employees and
counselling needs, performance pay and rewards, and to protect the organization from

employment related litigation to ensure employee competence (Cappelli & Conyon,



2016; Chouhan, Chandra, Goswami, & Verma, 2016; Deepa & Kuppusamy, 2016;
Owoyemi & George, 2013).

PAs play an integral role in contributing to employee performance and level of
job satisfaction with the performance appraisal method utilized (Chandhana & Easow,
2015). The appraisal process is also used for employee development purposes to
communicate feedback on the strengths and weaknesses, uncover individual training
needs, identify gaps in employee performance, evaluate human resource efficiency and
involvement in recruitment and selection, and in reducing the number of employee
grievance (Ahmed, 2015; Hauck, 2014).

The process often entails the assessment of the workers’ performance, based on
the judgments and views of managers and subordinates or peers, and even workers
themselves (Prasad, 2015). PA will generally refer to a process by which workers’ job
performance is assessed with reference to quality, quantity, cost, or time. It is a
systematic and periodic process used to evaluate the productivity and employee job
performance about pre-established benchmarks, organizational goals, and objectives.

PAs provide human resource management with information upon which to base
decisions for improving motivation, job satisfaction, organizational commitment, and
productivity. Radebe (2015) contended that the appraisal phenomenon has been
perceived as instrumental in enhancing the performance and development of employees,
thus positively impacting service delivery. The literature revealed that the perceptions of
employees constitute a critical role in the performance appraisals on job satisfaction. The

fairness perceptions of performance evaluations have become the focus of performance
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appraisal research. Organizations need to harness positive worker perceptions of fairness
of performance assessments to cope with the animosity surrounding performance
evaluation systems. Researchers have adopted the social exchange theory in studies that
have explored such perceptions and how they impact work-based relationships (Bal, De
Cooman, & Mol, 2013). The perceptions of both employees and supervisors of
performance appraisals remain critical to the appraisal process and constituted the main
issue of this study. Researchers have claimed the process is circuitous, though the
perceptions of fairness assessments influence employee behavior, performance, and job
satisfaction (Saunila & Ukko, 2012; Tsai & Wang, 2013).

Akkas (2015) argued that successful managers incorporate daily performance
reviews and provide feedback to employees to identify areas for improvement and to
measure the steps towards the desired enhanced performance. Organizations need to
design a practical framework that will ensure fairness perceptions of performance
evaluations on job satisfaction. To date, the value and fairness of the PA process remains
questionable. Although the performance assessment interview has remained a paramount
feature in the range of human resource (HR) functions for decades, there are limitations
in the extent to which they improve employee attitudes (Hosain, 2016). The contention is
based on prior research, despite the rhetoric of performance appraisals and its influence
on job performance and commitment (Budworth, Latham, & Manroop, 2014).

Efficient performance assessment systems may not only inspire workers in
improving their performance, but also contribute to the overall performance of the

organizations. Yet appraisal systems in the civil service, referred to as the Annual



Confidential Report (ACR) systems, may arguably be inefficient and fail to enhance
employee development and learning experiences (Purohit & Martineau, 2016). PAs are
utilized to communicate to employees the value they bring to the organization; but, some
argued that the rewards and outcomes do not reflect the true value and contribution of
individual workers (Neu Morén, 2013). The perceived fairness of performance appraisal
is mediated by job satisfaction and ultimately influenced overall commitment (Singh &
Mishra, 2016).

Shrivastava and Purang (2016) emphasized in the findings of a study on
performance measurement, the significance of fairness perceptions of employees in
shaping employee assessment outcomes versus the intent and design of the human
resource system and found that satisfaction with the evaluation system further enhances
job satisfaction. Although the evaluation system has been deemed as an indispensable
management tool for providing support for decision-making, still numerous undertakings
have failed to achieve the desired impact. Workers’ reactions to a performance appraisal,
and the process of review, have been acknowledged to have a considerable effect on the
whole outcome, accuracy, fairness, and success (Igbal, Akbar, & Budhwar, 2015).

The assessment reviews have failed to transform individual perceptions about the
work performed. Dissatisfaction with the process has also been linked to work
dissatisfaction, reduced organizational commitment, and higher intentions of quitting the
job (Dusterhoff, Cunningham, & MacGregor, 2014). Despite the widespread use of
performance appraisals worldwide, there remains growing criticism of the effectiveness

of the concept in improving performance. The frequency with which the evaluation of



performance must be conducted has also remained a source of controversy and constant
debate in both management practice and research (O’Boyle, 2013). The ineffectiveness or
failure of performance evaluations has drawn criticism since the cost of implementing PA
systems outweigh the benefits and some argue that resources would be better utilized by
developing accurate and efficient approaches to communication for evaluating
performance to reflect on job satisfaction (Vasset, 2014). Jadskeldinen and Sillanpaa
(2013) reported contradictory views on the challenges and underlying cause for the
unsuccessful development of appropriate performance appraisal systems.

There is substantial proof in the existing management literature on the connection
between employee fairness PA perceptions and job satisfaction. Earlier researchers
revealed that performance evaluation knowledge has a significant effect critical to worker
attitudes involving job satisfaction, organizational commitment, and confidence in
workplace management (Sumelius, Bjorkman, Ehrnrooth, Mikeld, & Smale, 2014). This
gap has led to the performance appraisal practice being considered by some to be a yearly
ritual of mere form filling exercises. Although various researchers have emphasized the
apparent importance of performance evaluations, contemporary researchers are unable to
furnish a whole structure for assessing the effectiveness of the system of PAs (Igbal et al.,
2015). Its influence in enhancing employee fairness perceptions, and its relationship to
effectiveness and efficiency, have also been overlooked in current research (Saunila &
Ukko, 2012). Most employees continue to perceive the evaluation system as unfair,

inaccurate, and a mere annual ritual (Sanyal & Biswas, 2015). The situation has resulted



in the need for research to explore employees’ fairness perceptions of the process of PAs
and how they influence organizational-level outcomes.
Problem Statement

PAs have remained a standard component of the human resource management
function because organizations benefit significantly from their application, as fairness
perceptions may contribute to job satisfaction in terms of job performance in high-
performing organizations (Harrington & Lee, 2014; Kuranchie-Mensah & Amponsah-
Tawiah, 2016). Yet, employees and supervisors have expressed negative reactions to the
process due to the absence or lack of its effectiveness (Ekpe, Daniel, & Ekpe, 2013; Kim
& Holzer, 2016). Although implemented worldwide (Monsur & Akkas, 2015), the
fairness perceptions present management scholars with a dilemma (Kromrei, 2015;
Stepanovich, 2013).

Perceptions of appraisals have not been sufficiently fair to improve job
satisfaction with only 6% of employees perceiving them as fair and effective
(Teckchandani & Pichler, 2015). The fairness perceptions of appraisals decrease after
reviews in approximately 60% of cases (Teckchandani & Pichler, 2015). According to
Teckchandani and Pichler (2015), the process has more often left both supervisors and
employees dissatisfied, although the main goal of PA is to provide feedback for
improving performance and align employee performance with organizational objectives.
Goh (2012) argued that 70% of appraisal initiatives have failed despite empirical proof
that employee perceptions and managerial practices shape individual behaviors (Taneja,

Srivastava, & Ravichandran, 2015).



The general business management problem was that unfair perceptions of PAs
could create challenges (Kampkdétter, 2016). The specific research problem was that
employees and executives agree that appraisals have failed to accurately reflect
professional abilities and performance (Swanepoel, Botha, & Mangonyane, 2014). This
lack of understanding of employee perceptions of evaluation systems provided the
justification for this case study. Although there is prior research on PAs, there is a paucity
of literature investigating the perceptions of employees of performance evaluations on
job satisfaction, thus calling for the development of a comprehensive performance
appraisal system for all workers and the need for this study (Bhurtel & Adhikari, 2016). I
investigated employee perceptions of performance assessments on job satisfaction.

Purpose of the Study

The goal of this research was to examine how employee perceptions of PAs can
be improved to enhance job satisfaction by exploring the perceptions of fairness of
employee performance appraisal systems on job satisfaction within a healthcare
organization. This case study approach was intended to offer deeper contextual insight
into the perceptions of fairness of evaluation processes on reported levels of job
satisfaction in health care organizations. PA was described as “a structured formal
interaction between a subordinate and superior in the form of a periodic interview (annual
or semi-annual) to evaluate work performance” (Manoharan, Muralidharan, &
Deshmukh, 2011, p. 722). The study was geared towards providing information that may
be used by managers in healthcare organizations to improve PA systems to enhance the

levels of job satisfaction as a critical performance indicator because researchers have
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shown that perceptions of the PA process are influenced by factors related to individual
levels and relationships (Sumelius et al., 2014).
Research Question

I developed the following research questions based on the conceptual framework
of the study. The central research question was: What are employee perceptions of
fairness of performance appraisals on job satisfaction in healthcare organizations? The
related subquestion was: What are the reasons that lead to unfair perceptions of
performance appraisals?

Conceptual Framework

The conceptual framework for this study was rooted in Adams’s equity theory
(1963, 1965), and the two-factor theory of motivation (Herzberg, 1959). Hamlett (2014)
described the organizational justice theory as the study of fairness at work. It concerns
employees’ perceptions of fairness within an organization since organizational justice has
a positive influence on PA satisfaction (Bin Abdullah, Anamalai, Ismail, & Ling, 2015).
According to the theory, there are three components to justice: distributive, procedural,
and interactional justice that interacts with employee levels of job satisfaction (Hamlett,
2014).
Herzberg’s Two-Factor Theory of Motivation

Herzberg (1959) developed the two-factor theory of motivation, also known as the
dual-factor or motivation-hygiene theory. The theory argued that two factors affect the
motivation and satisfaction of employees (Herzberg, 1959; Ozguner & Ozguner, 2014).

Herzberg posited that motivating employees is a two-step process based on job content as
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the motivation factor and job context as the hygiene factor (Bogicevic, Yang, Bilgihan, &
Bujisic, 2013; Herzberg, 1959). Herzberg’s model proposed that a continuum exists
ranging from no satisfaction to satisfaction while a second continuum exists ranging from
dissatisfaction to satisfaction (Herzberg, 1959; Worlu & Chidozie, 2012). Herzberg also
identified three types of employees: satisfied, dissatisfied, and those with an absence of
dissatisfaction or no satisfaction (Bogicevic et al., 2013; Herzberg, 1959).

When the motivation needs are fulfilled based on workers’ perceptions of
accuracy and fairness with a performance assessment, they would not result in worker
dissatisfaction, but to satisfaction or the absence of satisfaction. When the motivation
needs are not achieved due to a lack of perceived fairness and accurate perceptions of
fairness of their appraisals, they would lead to worker dissatisfaction or no-satisfaction.
The unavailability of hygiene needs would lead to worker dissatisfaction, but their
attainment would result in worker no-satisfaction. The assumption is that if employees
could achieve good performance on the job and accomplish goals through the fairness
and accurate perceptions of their performance assessments, they would be more likely to
experience job satisfaction (Masum, Azad, & Beh, 2015).

Equity Theory

The equity theory is a model used to explain employee perceptions about fairness
issues (Rowland, 2013). It describes the thought processes that employees utilize in
determining the legitimacy or legality of managerial decisions. According to Adams
(1963, 1965), fairness refers to how much people become aware of or compare,

themselves to the situations of other people. Adams’s equity theory contended that a key
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determinant of job satisfaction and performance is the extent of equity or inequity
recognized by a worker in the workplace. Perceived fairness refers to a person’s
assessment of whether an endeavor versus the results received is just, acceptable, and
practicable (Tseng & Kuo, 2014).

The essence of the model involves a general comparison of an employee’s
assessment of the fairness of personal circumstances through a comparison with
individuals in a similar circumstance (Folger, 2013). The focus of this study may help
close the gap in existing literature on employee perceptions of fairness of the
performance evaluation process and how it influenced job satisfaction. The two theories
constituted the conceptual basis of this qualitative exploratory multiple case study.

Nature of the Study

A qualitative exploratory case study design was employed to gather in-depth
contextual data on the employee perceptions of PAs on the levels of job satisfaction. A
multiple case study was employed as the primary technique to serve as a blueprint for
ensuring the reliability of the study (Yin, 2014). The data gathering procedure involved
face-to-face interviews with individual employees and human resource professionals to
form the unit of analysis within the organization as a single case in determining the case
with the use of structured and semistructured, open-ended interview questions validated
to afford participants the opportunity to convey their views and present detailed
elaboration on data not previously envisaged as relevant. The interviews were recorded,
coded, and analyzed for accuracy with the verbatim transcription of accounts of

participants.
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Data were analyzed by describing the case, and themes identified to advance
detailed information (Yin, 2014). A nonrandom purposive sampling method was adopted
with an estimated sample size of a minimum of 15 to 18 participants or at which
saturation occurred. The research approach also included in-depth analysis of the
interview transcriptions after each interview session to produce satisfactory sampling
outcomes to ensure the accuracy of data, analysis, and the testing of participants’
understanding of the phenomenon through honest responses. The research protocol
involved a set of comprehensive guidelines and procedures that were utilized in
conducting the study, the research instrument, and the guidelines for analyzing data. Data
obtained from the interviews and observations were coded using the NVivo software of
qualitative analysis to ensure the secure identification and discovery of emerging themes
and patterns for analysis.

Ethical considerations for the study included instituting sufficient measures to
guarantee the protection and safety of participants. Participants were informed about the
objectives of the investigation because it involved the study of human subjects, including
any interventions that may likely affect the voluntary participation of the sampled
employees in the interview process. There was full disclosure prior to receiving informed
consent to protect the dignity of participants including their confidentiality. Interpretation
of data was conducted following the qualitative approach in selecting the case(s) to

ensure the reliability of the study.
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Definitions

Fairness/equity/justice: The notion that a decision or action is morally right
according to ethics, equity, or law and consists of events and situations in the everyday
lives of individuals across a variety of contexts (Tabibnia, Satpute, & Lieberman, 2008).

Job performance: Job performance was described as actions required and
identified by the workers’ job description consequently authorized, evaluated, and
recompensed by the employer and the individual’s ability to successfully perform within
the framework of normal constraints and available resources (Jamal, 2007).

Job satisfaction: By job satisfaction, reference was made to a pleasurable positive
state of mind or emotional, affective response towards diverse facets of one’s job because
of the appraisal of one’s work or work experience (Korner, Wirtz, Bengel, & Goritz,
2015; Nazir, Akram, & Arshad, 2014).

Perception: This referred to the state of being, ability, act, or process of becoming
aware or the ability to understand using the mind, senses, discernment, intuitive
recognition, or acknowledgment in relation to rational, moral, or ethical values, or
insights that involved acquiring, receiving, selecting, transforming, and organizing
information supplied or received by our senses and sensory stimulation into a consistent
and relevant picture of the real-world situation (Norman & Kabwe, 2015).

Performance appraisal feedback: In the context of this research, PA feedback was
used to refer to the communication of corrective assessment information that provides
helpful information or criticism to an employee to improve performance as an

opportunity for providing constructive dialogue to help identify employee-training needs



15

with the results used to ensure the fair distribution of rewards as a key factor of equity
perception which entails individual progress to help clarify roles (Pittman, 2003).

Performance appraisal/evaluation/measurement/assessment: For the purpose of
this research, the terminologies are used interchangeably, and described as a structured
formal interaction between a supervisor and subordinate in the form of an annual or
semiannual periodic interview for evaluating work performance through a review to
identify the strengths, weaknesses, opportunities, and threats involving the steps of
observing and assessing employee performance, recording the assessments, and
providing feedback to employees (Agbola, Hemans, & Sumaila, 2011; Kampkkter, 2014;
Swanepoel et al., 2014).

Performance management: In the context of this research, the terminology was
defined as a continuous strategic and integrated process used to identify, measure, and
develop the capabilities of individuals or teams, in alignment with the strategic goals of
the organization for sustained success as part of the management philosophy through
coordinated strategies (Lutwama, Roos, & Dolamo, 2017; Mahapal, Dzimbiri, &
Maphosa, 2015).

Performance rating: Used as the criteria to differentiate between good and poor
behavior (Dusterhoff et al., 2014).

Ratee: This term, which was also used interchangeably as appraisee or evaluee
was used to refer to a person (usually the worker, employee, or subordinate) who is being

evaluated or assessed by another person (usually a manager, supervisor, or superiors) or
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about whom a judgment is being made in an appraisal review or interview to discuss the
employee’s progress, aims, and needs at work.

Rater: This term, which was used interchangeably as appraiser or evaluator,
referred to a person (usually a manager or supervisor) who evaluates or determines the
rating of the other person (usually the worker or employee) in an appraisal review or
interview to discuss the employee’s progress, aims and needs at work.

Assumptions

The study was grounded on four fundamental assumptions. It was assumed that
participants would understand the research questions and provide appropriate responses
to them. It was expected that participants would answer the interview questions with
honesty and truthfulness to reflect their actual perceptions of PAs, devoid of the fear of
victimization of their supervisors. It was also assumed that participants would be
knowledgeable enough and possess the requisite work experience to participate in the
research project. Lastly, it was assumed that participants’ perceptions of PAs were meant
to impact policy as a change management tool and not as a mere routine or ritual.

Scope and Delimitations

The extent or scope of this exploratory qualitative case study was intended to be
limited to employee perceptions of fairness associated with PA in influencing job
satisfaction. The choice of participants was based on the proximity of the organization to
the researcher and called for the scheduling of face-to-face interviews. The interview
questions were purposely designed based on the qualitative methodology and intent

within the context of the research questions. It is hoped that members would go the extra



17

mile by volunteering additional information as performance appraisals were often based
on personal experience with the phenomenon.

Organizational policies on performance evaluations such as monetary adjustment
considerations, the timing of the study, and delivery of results remained out of the scope
of the study. Demographic characteristics such as gender, age, time of employment,
marital status, economic status, and other organizational considerations (compensation,
promotions, vacation, or annual, and sick leave) remained beyond the scope of the study.
The research was designed to focus on workers who were employed at one of the several
sites of a conglomerate or owned by a parent organization and conducted throughout a
limited time within the course of the study. Information concerning the perceptions of
fairness of performance appraisals and the impact on employee job satisfaction were
obtained via structured and semistructured, open-ended, face-to-face interview questions.

Limitations

The study was designed to use an exploratory qualitative multiple case study. As
the researcher, I was the principal instrument for gathering data, analysis, and
interpretation. My subjectivity and biases as the researcher were acknowledged during
the data gathering process, analysis, and interpretation (Frankfort-Nachmias & Nachmias,
2008). I maintained a reinforced consciousness of the self to minimize the subjectivity
and biases regarding the tendency to be subjective and impartial or unbiased during the
entire process of data collection. Another limitation of the study was the estimated
modest sample size of 15 to 18 participants until saturation based on only one

organization and of multiple employees forming the cases in the group as a multiple case
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(Yin, 2014). The exception was that the study assumed the form of a cross case analysis
instead of several groups as multiple cases to allow for easy generalization (Yin, 2014).

The collection of self-reported data based on the proposition that information
gathered in the field accurately represented and reflected the actual situation to inform all
organizations following the analysis for easy generalization also posed as a limitation of
the study. The reason was that self-reported data are believed to face credibility concerns
regarding whether the study can attain the proposed objective of furnishing an alternative
framework for the existing performance appraisal process.

Significance of the Study

I intended for this study to offer a deeper contextual understanding of employee
fairness perceptions of performance assessments on job satisfaction. Researchers have
stipulated that a connection existed between performance evaluation and job satisfaction.
I examined the current state of performance evaluations and its potential contributions to
advance knowledge in the management discipline. I assessed the contribution of accurate
and fairness perceptions of performance appraisals and management of the process on job
satisfaction. The evaluation of the significance of the research was intended not only to
reduce the gap in the management literature but also explore the connection between the
perceptions of the phenomenon of performance appraisal and job satisfaction.
Significance to Practice

In the research outcome would be a likely contribution of an alternative
framework for management and human resource departments and professionals in

organizations and agencies to assess workers to improve the implementation of effective
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management decisions such as promotions, allocation of merit rewards, compensation,
training and development needs, transfers, and terminations (Khan, 2013). A study on the
impact of performance appraisal justice on the effectiveness of pay-for-performance
systems established that perceived fairness of appraisal criteria was significantly and
positively associated with performance efficiency (Kim, Bongdam-eup, & Gyeonggi-do,
2016). The results of the study are intended to also offer greater insights into the PA
process and with recommendations regarding employee selection criteria for professional
training and development needs.

The results of the study could serve as an indication to workers that the
organization is interested in genuine employee performance development (Elliott, 2015),
and impact positively on individual employee commitment, job satisfaction, and
wellbeing (Bin Abdullah, Anamalai, Ismail, & Ling, 2015; Demir, 2016; Yang, 2016). It
could also present an opportunity for both managers and subordinates to identify and
acknowledge individual employee training and development requirements by linking
them to performance results and future career goals of workers (Anitha & Saranya,
2014). The study may also serve as a consistent training needs audit for the whole agency
or establishment. The performance measurement data could be utilized in monitoring the
attainments of the institution’s induction and recruitment practices to measure the general
quality of the labor force, its improvement, or decline (Yadav & Sushil, 2013).
Significance to Theory

Results of the study may contribute to practical insights of the perceptions of

fairness of employee performance evaluations on job satisfaction by providing new data
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and information to fill gaps within the conceptual framework based on the application of
organizational justice and the motivational theories. The outcome of this study has the
potential of aiding scholarly research on employee fairness perceptions of PAs on job
satisfaction including adding to the body of knowledge in the literature. The study could
provide information on how to ensure fairness and equity of performance assessments
and the possible elimination of inaccurate and unfair workers perceptions of the
performance appraisals.
Significance to Social Change

The topic may have depth and potential for facilitating positive social change as
the outcome of the study may generate credible data on best practices for measuring the
performance of employees for improved management decisions, policy formulation, and
guidance for top management executive. The results could serve as a policy document to
guide managers in all fields of specialization. Information may also be provided to
organizations and agencies with ample evidence for improving on the fairness
perceptions of PA on job satisfaction. Additional insight into the perceptions of fairness
of performance evaluations on job satisfaction could also be furnished in the results of the
research in support of the performance management literature to add to the body of
knowledge and impact positive social change.

An important benefit of this multiple case study would be an improvement in
communication among management and employees, determination and provision of a
career path for employees, encouragement of hard work, performance improvement, and

improvement in the decision-making capabilities of organizational management (Khan &
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Singh, 2016). The findings of the study would stimulate and advance social change by

helping HR professionals, practitioners, managers, and organizations to gain more
understanding of how employee perceptions of PAs could be conducted to ensure
improved job satisfaction.

Summary and Transition

I explored the perceptions of fairness of employees of PA systems on job
satisfaction in a healthcare organization. The PA literature was largely representative of
quantitative studies conducted from the perspective of management; however, there was a
need also to understand performance evaluations from the worker’s perspective or both
manager and worker perspectives using a qualitative approach. Organizational leadership
must understand how to sustain the values of achievement and exploit them for the
mutual benefit of employees and management. Because further education and training
have been contended to have the capability of enforcing better job performance and
improve employee engagement, emphasis should be placed on their design and values
(Cappelli & Conyon, 2016).

The data collected have the potential of furnishing information towards
understanding employee perceptions of fairness of appraisals on job satisfaction through
the current research. This qualitative case study was needed to bridge the gap in the
current literature and intended to explore the perceptions of fairness of employee PAs on
job satisfaction in a healthcare environment.

Chapter 2 of the study included a review of current and extant seminal literature

on PAs to understand why and how performance appraisals are undertaken. I examined
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PA as an instrument for ensuring accountability and managing change for organizational
growth and development and provided an overview of the theoretical foundations of the
phenomenon. The chapter also includes a description of some of the methods used to
obtain feedback, and factors that impacted performance appraisal outcomes about job
satisfaction. Further challenges associated with the implementation of the phenomenon
such as raters, ratees, and their fairness perceptions were examined. The review of the
literature revealed further that though the appraisal exercise continued to evolve, the little
or paucity of the literature indicated that employee perceptions of its fairness had

remained inaccurate and unfair despite its use to facilitate organizational goals.
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Chapter 2: Literature Review
Introduction

PAs have continued to dominate discourse in the management literature and
continue to remain a major concern in organizations as they are central to the HRM
function (Arogundade & Olasunkanmi-Alimi, 2015). It is a basic and indispensable
component of performance management which involves a systematic evaluation of
employee job performance and setting standards as part of the business process (Radebe,
2015). Performance evaluation policy has been regarded by HRM professionals and
organizations as an effective career development management tool for managers and
employees that guide employees through corporate advancement.

Appraisals enable employees to obtain a clearer understanding of expectations for
progression (Bhurtel & Adhikari, 2016; Mathew & Johnson, 2015). However, an
effective PA policy and system have presented employees and managers a challenge in
contributing to motivational, cognitive, and behavioral factors (Akinbowale, Lourens, &
Jinabhai, 2014). PA is an essential instrument for effective management, although little
has been explored to assess its impact on employee attitudinal outcomes (such as job
satisfaction), growth and development because of a perceived development, as well as
lack of its fairness and inaccuracy (Buvaneswari & Mujeeb Rahman, 2015). Earlier
researchers revealed that an organization’s performance management system was
hindering its effectiveness and this situation called for a new process to improve trust in
responsible supervisors at every level (Hauck, 2014). Although it has been regarded as

problematic, PA is deemed necessary in organizational management because when
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employees perceive it to be fair, it produces positive behavior and vice versa (Ibeogu &
Ozturen, 2015).

Organizations are continuously searching for a bias-free and integrated
performance assessment and management systems to achieve business excellence, attain
organizational goals, and to sustain and survive competition in the long-run (Sanyal &
Biswas, 2015). Effective appraisals depend on the perceptions of employees of their
appraisals to be fair regarding both procedure and interaction with their respective
appraiser. Achieving the highest possible performance standards involves evaluating staff
performance and responding appropriately to performance issues while simultaneously
providing corrective feedback (Clarke, Harcourt, & Flynn, 2013).

This chapter is an overview on the literature search strategy, literature establishing
the relevance of the research, conceptual framework, historical perspective of
performance appraisals, and the perceptions of employees about job satisfaction. Other
sections of the chapter include performance appraisal feedback outcomes and methods,
rater/ratee accountability of performance appraisals, a review of the research
methodology, rationale for using a case study design, and a summary of the chapter.

Literature Establishing the Relevance of the Research

The literature establishing the relevance of this research include information
obtained from the in-depth review, synthesis, and analysis of the literature presented
further in this chapter and the literature review conducted about performance appraisals.
The reviews of the performance management literature which framed the relevance and

justification for conducting this research (Sanyal & Biswas, 2014). Recommendations
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have been made that further qualitative research on the perception and values of
performance appraisals be conducted, as workers and top management executives in
organizations needed to better understand and design improved performance appraisal
systems.

Literature Search Strategy

The purpose of this literature review was to analyze current research on
performance appraisals. Information for review of the literature was obtained by utilizing
several libraries and electronic databases including search engines. The databases
included scholarly and peer-reviewed journals, websites, theses, and dissertations that
were available electronically, and reference lists of relevant articles, as well as research
documents. The principal electronic databases that were utilized for the review included
Academic Search Premier, EBSCO, ABI/INFORM, ProQuest, Psyche INFO, LexisNexis
Academic, PsycARTICLES, Emerald Insight socINDEX with full text and publishers’
databases such as Springer, Elsevier JSTOR and ISSN, all of which were maintained
from the Walden University database.

Boolean search terms such as perceptions and fairness, performance appraisals
and fairness, performance measurement and fairness, performance evaluations on job
satisfaction, employee perceptions of performance appraisals, performance appraisals,
and employee perceptions, performance assessments, and employee perceptions on job
satisfaction, equity fairness perceptions were utilized in searching the databases. These
search terms and keywords included variations that evolved throughout the iterative

search process. The initial search was based on phrases such as performance
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measurement, performance assessment, performance evaluation, and performance
appraisal.

Following this search method, the items that emerged were examined in terms of
relevance. Relevance in this context means that the database would select items and
prioritized them based on their relevance to the search terms or key terms. I scanned and
selected those that met my needs or those that met my reading interest in relation to my
study. Within the selected articles, other keywords would be suggested and those were
then entered into the search engines along with date ranges.

Google Scholar was also used extensively to supplement the researched databases
through the creation of alerts based on several search criteria that returned a lot of related
recent articles and academic sources that were not revealed in the searches within the
academic databases. With the information gathered from Google Scholar, the publication
data would be entered into the Walden Library databases to confirm the document’s
existence and standing as an academic, peer-reviewed, refereed, or scholarly work. The
databases were searched from inception through 2018 for relevant and latent peer-
reviewed published citations specifically for the last 3-5 years to ensure the analysis of
recent articles related to the research topic to meet the 85/15% requirement for the
dissertation.

Conceptual Framework

Merriam (2009) contended that the conceptual framework affects every aspect of

the study from determining how to frame the problem and the purpose of how the data

are collected. Ravitch and Riggan (2012) explained that a conceptual framework enables
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the research to make reasoned defensible choices, match research questions with those
choices, align analytic tools with research questions that thereby guide the data
collection, analysis, and interpretation (Monaghan, Sanders, Kelly, Cogen, & Streisand,
2011). Without a conceptual framework, there would be no way of making reasoned
decisions during the research process (Bloomberg & Volpe, 2012; Marshall & Rossman,
2011; Maxwell, 2005).

Equity theory, perception theory, organizational justice, and the two-factor theory
constituted the conceptual frameworks of this study. The theories provided the
framework for assessing the complex divergent views regarding the fairness perceptions
of employees about job satisfaction. The theories provided critical relevance in business
practice to management research (Devlin, Roy, & Sekhon, 2014; Khaldoun, Ababneh,
Hackett, & Schat, 2014; Kim, Lin, & Leung, 2015).

The literature about organizational justice is concerned with the knowledge and
understanding of the relationship between people’s perceptions of fairness, behavior, and
attitudes at the workplace, as applied to performance assessments (Kim et al., 2015).
Employees’ work commitment has also been associated with the outcome of performance
assessments regarding organizational justice (Bobocel & Mu, 2016). There is empirical
evidence concerning the interaction between distributive, procedural and interactional
perceived justice, and satisfaction that called for the need to focus on distributive justice
to nurture satisfaction because distributive justice moderates the relationship between

satisfaction with loyalty (Bahri-Ammari & Bilgihan, 2017).
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Perceived organizational injustice increases employees’ tendency to engage in
organizational deviance (Balogun, 2017; Kim et al., 2015). It was expected to have
several studies that began in the 1980s demonstrating a robust understanding between
fairness perceptions and organizational commitment, although organizational justice was
found to partially influence job satisfaction (Karakose, 2014). Organizational justice
(distributive, procedural, interactional, or interpersonal) influences performance appraisal
satisfaction (Karakose, 2014).

Job satisfaction and trust in workers towards PA are needed for improved
performance (Bin Abdullah, Anamalai, bt Ismail, & Ling, 2015). Workers who are
satisfied with their jobs were more likely to be innovative, creative, and initiate
breakthroughs to enhance their job performance while on the contrary, employees who
are dissatisfied with their jobs became irritable, tense that often led to inefficiency and
other negative effects on the process of performance assessments (Usop, Askandar, &
Langguyuan-Kadtong, 2013).

This research was framed mainly within the organizational justice theory (Adams,
1963, 1965) and the two-factor or dual motivational theory (Herzberg, 1959). These
theories became the overarching theories and the basis of a complex set of processes that
constituted the conceptual framework of the study as a means of stimulating, preserving,
and directing human behavior, attitude, and perceptions (Khaldoun et al., 2014).
Understanding the connection between the two theories was important to this study and

may support arguments that motivation is a basic condition for the success of the PA
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process. A highly-motivated workforce is indispensable to the attainment of sustained
high-performance outcomes (Harrington & Lee, 2014).

Organizations with more satisfied and contented employees tend to be more
effective as happy employees are more likely to be productive workers (Pajibo &
Adjabeng, 2015). Researchers have argued that to motivate employees, organizations and
employers could encourage employees to work efficiently through PAs based on
individual and group performance relating to reward systems, internal promotion based
on merit and other types of incentives to support and sustain the interest of employees
(Nzoka, 2015). These theories were chosen because they are considered the most relevant
under constant research aimed at reflecting the conceptual underpinnings and
methodological framework adopted to demonstrate the comparative findings of the
exploratory dimensions to cover the research on the perceived fairness of PAs. The
theories reviewed were developed in the middle of the century between the 1950s and
1960s and utilized as the basis for the conceptual framework.

The Equity Theory

Adams’s equity theory involves organizational justice-distributive justice,
procedural justice, and interactional justice (Devlin et al., 2014; Khaldoun et al., 2014;
Kim et al., 2015; Worthington & Devlin, 2015). The theory states that people will be
better motivated if they are handled or treated equitably and de-motivated if they are
treated inequitably (Kuranchie-Mensah & Amponsah-Tawiah, 2016). It is a theory that
describes relational satisfaction regarding justice perceptions of fair or unfair distribution

of resources within interpersonal relationships, which has continued to remain a major
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concern for social scientists since the 1960s (Agyare, Yuhui, Mensah, Aidoo, & Opoku
Ansah, 2016; Indriani, 2015).

Adams, in developing the theory, propounded that employees seek fairness
regarding their contribution to an organization and what they gain in return specifically
from the organization in terms of what they think other employees’ contribution have
been and what the organization offers in return to those employees remain unfair (Agyare
et al., 2016). Bobocel and Mu (2016) referred to this theory as involving people’s
perceptions of fairness of outcomes received from the organization (distributive justice);
people’s perceptions of the fairness of procedures by which decisions are made
(procedural justice); and people’s perceptions of the quality of information and personal
treatment received from decision making agents (interactional justice). According to
Bobocel and Mu, management theorists have identified procedural and interactional
justice as directly relevant to the study of the fairness of the PA process while distributive
justice has relevance in team-based appraisals such that procedural justice deals with
rules and formal processes and the degree to which they are perceived to have been
followed.

The findings of a study revealed that job satisfaction mediated the relationship
between procedural and distributive justice and turnover intention, as both have
significant impact on worker’s intention to leave a job (Masum et al., 2016), while
interactional justice had no significant effect on job satisfaction or turnover intention
(Bayargelik & Findikli, 2016). Workers who perceived less than fair distribution of

extrinsic outcomes experienced heightened intention to leave, compared to those who
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perceived fair distribution hence overall satisfaction partially mediated the relationship
(Hurst, Scherer, & Allen, 2016). If workers suffer low job satisfaction, their
dissatisfaction relatively threatens their job performance (Moghadam, Peiravian, Naderis,
Rajabzadeh, & Reza Rasekha, 2014). It has also been contended that if an employee likes
his or her job, then it could be said that the employee is satisfied with the current job and
if he or she dislikes the present job then it could be said that he or she is not satisfied with
the present job (Saqib, Khan, & Khan, 2015).

Adams’s equity theory becomes particularly relevant to this study on the
perceptions of fairness of PAs. Tahar-Kedem (2014), utilized Adams’s equity theory
along with Herzberg’s two-factor theory, to investigate the underlying assumptions of
whether motivation is essential in creating new lifestyles that calls for the need to find out
how increased understanding of the perceptions of PAs may facilitate the development of
a more accurate, efficient, and effective PA processes or systems to attain ultimate
success in performance evaluations and management of employees at the workplace in
the various organizations. It could also be a tool of guaranteeing human rights and the
prohibition of discrimination at the workplace (Kim & Holzer, 2016).

Drawing on the equity theory, it was hypothesized in a study that the perceptions
of workers about their ability to contribute relative to peer bias negatively influenced
their satisfaction with the outcomes of the PA process (Kobussen, Kalagnanam, &
Vaidyanathan, 2014). Equity, trust, and transparency were considered essential elements

of management and governance (Wu, Ma, & Yu, 2017).
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The perceptions of fairness, job satisfaction, and organizational commitment are
believed to be connected to citizenship behavior (Raza et al., 2015). The perception of
employees about fairness in the workplace is referred to as organizational justice.
Organizational justice could be evaluated through distributive justice (related to the
outcomes), procedural justice (related to the process), and interactive justice (related to
the interpersonal interactions (Faheem & Mahmud, 2015). Adams (1963) indicated that
unfair treatment impacted employees negatively, and increased the chances of deviant
behavior in the workplace (Mathew & Johnson, 2015).

Organizational justice. Organizational justice is central to understanding
employee’s perceptions and reactions to the entire performance management process
through PA (Govender, Grobler, & Joubert, 2015). Justice is based on ethical and moral
principles, and respect for human values susceptible to justice, using fair value
procedures (Delshad, Kolouie, & Ali, 2016). Current trends in the management literature
emphasized the role of justice in the employee performance evaluation process because
increased employee performance tended to represent an important objective of
organizations to sustain business success (Rusu, Avasilcai, & Hutu, 2016). A holistic
system of evaluating employee performance becomes necessary for various reasons
including the challenges of the process, and the complexity of its assessment towards job
satisfaction (Lyde, Grieshaber, & Byrns, 2016).

There is substantial research that examined the impact of organizational justice
perceptions on employee behavior and the role of the effectiveness of managers as

organizational justice involves employee’s perceptions of fairness with which employees
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are treated by the organization (Paramanandam, 2013). Any negative behavior towards
the appraisal system that arises from employee perceptions is viewed as the source of
conflict and unhappiness. When employees perceive appraisals to be fair, it generates
positive behavior and vice versa. On the contrary, employees’ feeling of injustice during
decision-making and implementation may result in psychological challenges including
anxiety, stress, and depression (Turhan, Kopriilii, & Helvaci, 2016). Injustice seemed to
be more detrimental to white-collar workers than to blue-collar workers due to the
different kinds of relationships with their supervisors within the organizational context
(Herr et al., 2015). Herr et al. (2015) explained that it meant that the relationship of
white-collar workers tended to be more strongly associated with expectations and
obligations beyond the formal contract. Sometimes the relationship became even stronger
only among women employees of the organization (Ford, 2014).

The results also supported procedural justice as playing a dominant role over
distributive and interactional justice. Employees who perceived themselves or peers as
recipients of organizational justice to the greater extent reported greater benefits and
expressed higher levels of acceptance and better evaluation outcomes that supported
procedural justice as playing a dominant role over distributive and interactional justice
(Zoghbi-Manrique-de-Lara, & Ting Ding, 2017).

Researchers have highlighted the significant role of performance appraisals in
strategic human resource management within the organizational context. Rusu et al.
(2016) presented a model of a conceptual framework of employee PA that utilized the

contextual factors within the human resource management function. The model in Figure
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1 illustrates the role of organizational justice factors, performance criteria, and standards,
consensus building agreements, feedback outcomes and employee development and
training as a basis for a customized, flexible, and meaningful employee performance

appraisal systems and processes to enhance individual and organizational overall

performance.



Strategic Goals and Organizational Alignments with Performance Management
as a Major Human Resource Management (HRM) Function
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Figure 1. Conceptual framework of employee performance appraisal. Adapted from the
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The entire view of respondents in another study conducted, showed a positive
rating towards distributive justice, procedural justice, and interpersonal justice in
performance appraisal, while rating positively, the PA metrics that defined high
satisfaction with the appraisal system (Ibeogu & Ozturen, 2015). Employees place great
emphasis on justice due to its relevance for important reasons, as fairness ensures that
rewards are predictable and controllable (instrumental reasons), shows that ratees or
recipients are valued and respected (relational reasons), and that fair treatment is a moral
imperative owed by every worker (moral reason; Galanakis et al., 2015). It is not
surprising that the fairness perceptions of work outcomes, procedures, and interpersonal
considerations could determine employee behavior about job satisfaction, organizational
commitment, and attitudes such as citizenship behavior and job performance (Yang,
Bauer, Johnson, Groer, & Salomon, 2014).

As empirical support, subjectivity increases fairness perceptions when the entire
focus on subjective measures is relatively low, but subjectivity reduces fairness
perceptions when the entire emphasis on subjective measures is relatively high (VouB3em,
Kramer, & Schiffer, 2016). The practical implication is that supervisors of employees
could boost employee performance through the proposition of utilizing organizational
justice with an emphasis on their fair interaction with subordinates and teams (Khan,
Anjum, Ul Amin, & Aftab, 2016). Scholars are of the view that the level of employees in
an organization tended to influence their fairness perceptions while those at high levels
have high perceptions of distributive, procedural, and interactional justice (Githui &

Wario, 2013; Tsai & Wang, 2013).
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Perceived justice and trust among employees could influence the effectiveness of
the execution of the PA process and their trust towards management, and the organization
tends to have a direct effect towards improving job satisfaction among employees (Bin
Abdullah, Anamalai, bt Ismail, & Ling, 2015). Previous researchers on the interaction
patterns between procedural and distributive fairness generally supported the fair process
and impact that fair procedures and processes tended to ameliorate negative reactions to
adverse decision outcomes (Lilly & Wipawayangkool, 2017). Distributive and procedural
justice have a more significant influence on the ethical behavior of workers of
organizations than informational and interpersonal justice (Shah, Anwar, & Irani, 2017);
so, workers’ perception of organizational justice thus became regarded as one of the main
features in obtaining insights into human behavior in the organizational context (Rahman,
Haque, Elahi, & Miah, 2015).

Perception theory. The theory explores the perceptions of fairness of employee
performance appraisals at the workplace. It becomes critical to consider how workers
perceive information collected about people, processes, and outcomes, and how their
understanding impacts their decision making. According to Norman and Kabwe (2015),
perception is about acquiring, receiving, selecting, transforming, and organizing
information supplied or received by senses that could be described as a process whereby
people choose, organize, and interpret sensory stimulation into a consistent and relevant
picture of the real-world situation. Perceived fairness is a critical dimension of PA for
employee motivation and job satisfaction (Igbal et al., 2015). Norman and Kabwe

maintained that although some workers considered the same sensory input as one or the
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another, they perceived it differently and identified three main factors that influence
perceptions: Factors in the situation (the social setting and time), factors in the perceiver
(behavior or attitudes, motives, interests, and experience), and factors in the target
(proximity, sounds, motion, and size).

If the perceiver has negative past experiences, behavior or attitude, little interest,
or perceived value towards the performance management system then perception is likely
to be negatively impacted and vice versa. Gatewood, Field, Barrick, and Ostroff (2015)
revealed that human resource practices and outcomes of PAs depended on the perceptions
of employees to concretize the view that if ratees and raters perceive the whole appraisal
system negatively, then its outcome may highly likely be negative. The findings of a
study that explored the effects on individual workers’ perceptions of the validity,
feasibility, and procedural and distributive justice in performance appraisals in
subsidiaries of multinational corporations, using a multiple case study design with
interview data from 33 supervisors and professionals in six subsidiaries of three
organizations revealed that perceptions of the performance appraisal process were driven
by a number of factors related to the unit, individual levels and relationships (Sumelius et
al., 2014).

According to the results of research, passive leadership exerted an indirect
adverse influence on employee perception of justice through cognition-based trust (Holtz
& Hu, 2017). The implication of this is that passive leadership may pose a serious
challenge to effective supervisor-employee relations, as employees may not trust a

supervisor who displays passive leadership style or traits and lack of trust that could
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make employees perceive the supervisor as unfair. A study conducted on the effect of
justice on employee performance, revealed that there is collective performance, trust, and
organizational commitment among employees where positive perception of
organizational fairness prevailed in organizations (Devlin et al., 2014; Kim et al., 2015;
Niazi & Hassan, 2016; Worthington & Devlin, 2015). The main component of
perceptions, for the purpose and relevance of this study, would emphasize the
relationship between perceptions and decision making within organizations.
The Two-Factor Theory of Herzberg

Tahar-Kedem (2014) used the two-factor-theory of Herzberg to associate hygiene
or sources of job satisfaction, with aspects of job context and indicated that dissatisfiers
were more likely to constitute part of the work setting itself rather than the nature of the
work itself including factors such as interpersonal relations, technical quality of
supervision, organizational policies and administration, and base wage or salary.
Herzberg advised that managers devote special attention to the satisfier factors such as a
sense of achievement, feelings of recognition, a sense of responsibility, the opportunity
for advancement, and feelings of personal growth and development to improve
motivation. Tahar-Kedem also noted that the satisfier factors dealt with what people do in
their work as part of job content. Herzberg also argued that job satisfaction and job
dissatisfaction both have a direct impact on motivation and productivity, and that
satisfaction and dissatisfaction are influenced by two separate drivers called motivating

factors and hygiene factors.
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Through enhancements in what people are asked to do in their jobs, Herzberg
contended that job satisfaction and performance could be enhanced. Satisfied employees
generally demonstrated higher job performance over time than did unsatisfied employees
because job performance is a significant contributor to individual’s satisfaction with their
work (Alessandri, Borgogni, & Latham, 2016). The employee work environment is
associated with job satisfaction and their intent to stay, as positive conducive work
environments improve job satisfaction (Al-Hamdan, Manojlovich, & Tanima, 2016).
Applying Herzberg’s two-factor theory in a study on the role of employee voice and job
satisfaction, the findings of a cross-sectional design, which utilized questionnaires
obtained from 300 nonmanagerial workers of a large private organization revealed that a
positive relationship existed between the voice of employees and job satisfaction because
the acknowledgment of employee’s voice-enable a motivational environment in
improving job satisfaction levels (Alfayad, Suriani, & Arif, 2017). The findings implied
that organizations needed to provide support and reinforce workers’ expression of ideas
that could lead to organizational efficiency and effectiveness based on performance
appraisals.

Tahar-Kedem (2014) further utilized Adams’s equity theory for making social
comparisons with the notion that perceived inequity is a motivating condition such that
when people believe they have been unfairly treated in comparison to others, they would
be motivated to eliminate the discomfort and restore a perceived sense of equity under the

circumstance that led to it. Since motivation is the essence to organizational effectiveness
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and a predictor of performance and job satisfaction (Dutt, 2016), a motivated employee
produces results efficiently and effectively to add value to corporate success.

The relationship between organizational justice and employee job satisfaction
differed between full time and part-time employees (Omeluzor, Tinuoye, & Akpojotor,
2016). However, employees who perceived themselves or peers as recipients of
organizational justice to the greater extent reported greater benefits and expressed higher
levels of acceptance and better evaluation outcomes that supported procedural justice as
playing a dominant role over distributive and interactional justice (Zoghbi-Manrique-de-
Lara, & Ting Ding, 2017).

Motivators such as recognition, appreciation, and good work conditions are
generally considered extrinsic hygiene factors, achievement of challenging tasks,
relationship with coworkers, trust, and recognition by senior management, finding and
reconfirming previously established theories of motivation developed differently were all
found to be more influential than pay (Agwa & Salem, 2015). What might be considered
a motivation for an employee or group of workers might not be motivational for another
employee or group, based on the context of the important factors that influenced
motivation (Gelard & Rezaei, 2016).

The PA process is believed to exert influence on the present and future
performance of employees on the one hand, and the processes of their promotion,
training, transfer, motivation, and discharge on the other (Riratanaphong, 2014;
Shiekhah, Sarhan, Abbad, & Istaiteyah, 2015). According to Shiekhah et al. (2015), work

experience has a statistical significance and relationship with the perception of employees
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regarding fairness treatment. Shiekhah et al. found that there was an impact of the
personal characteristics on employee perception towards the objectivity of PAs to
confirm the employee belief that performance appraisal outcomes were not objective.

The results of the study were extended to agree with another research which also
discovered that employees’ low perception of the PA system objectivity affected their
different levels of perception about their performance development, regardless of their
personal and job-related characteristics. The relationship between organizational justice,
job satisfaction, and commitment has been widely researched in recent times and several
studies support the notion that the fairness perceptions of employees of their PAs are
primarily related to employee motivation, commitment, and job satisfaction in their
organizations (Salleh, Amin, Muda, & Abdul Halim, 2013). It is also believed that
organizational cynicism influenced employee job satisfaction, as both are inevitably
linked to each other to establish the relationship between employee job satisfaction,
continuance, and commitment, thus becoming recognized as a well-known fact (Khan,
Naseem, & Masood, 2016).

The aim of this section of the research study was to gain deeper insight and more
clarification on the applicability of the two identified motivational theories postulated by
Adams and Herzberg to obtain answers for the research question regarding perceived
fairness of PAs on job satisfaction. Based on the review and synthesis of the literature,
the conceptual framework guiding the present study has been presented in Figure 2 to
demonstrate the relationship between employee perceptions of performance appraisals on

job satisfaction. The model predicts what the fairness perceptions of employees of
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performance appraisal would have on job satisfaction. It also predicts that the satisfaction
of performance appraisals mediates the relationship between the fairness perceptions and
job satisfaction as the continuous monitoring and management of individual employee
competencies should be the focus of HR departments. The model represented in Figure 2
may also serve as an important tool in attracting and retaining talent through appraisals as
a strategic and innovative HR practice to drive and manage employee potentials (Sanyal,

Biswas, & Ghosh, 2016).

Employee Fairness
Perceptions
2

Performance Job Satisfaction
Appraisal 3
Process/System
1

Figure 2. Conceptual framework establishing the relationship between the fairness
perceptions of performance appraisals on job satisfaction.

Performance Appraisals, Effectiveness, and Management
PA is a procedure for assessing employee performance based on preset standards
and an assessment of the employee’s contribution and ability (Chang, 2015). It is one of

the most important HRM functions and forms an integral part of the HRM processes and
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should be perceived by all employees as fair. Saha (2015) extended this definition by

adding that performance should be compared to a set of standards that must be
communicated to workers. As a tool for performance management, there is the need to
make frantic efforts at implementing effective performance management practices
requiring considerable improvement in the levels of adopting PAs with fair perceptions in
organizations to improve work performance and job satisfaction (Haase & Franco, 2016;
Wickramasinghe, 2016).

PA is a means of ensuring that personal goals align with an employer’s objectives
and values to achieve high levels of job satisfaction and intention to remain within their
current organization (Bednall, Sanders, & Runhaar, 2014). The effectiveness of PAs
remains a vital issue in the theory and practice of human resource performance
management (Igbal et al., 2015). The justification provided for implementing a
performance evaluation system is to help improve workers’ performance and enhance the
overall institutional effectiveness (Arthur, 2015).

Further research and review of the performance management literature revealed
the problems, challenges, and purposes advanced in this topic. In-depth review of the
literature on performance appraisals revealed that the perceptions of performance
appraisals play a role in employee job satisfaction. Similarly, several studies have shown
that the impact of PAs on employee attitude and behavior is through the satisfaction of
performance assessments (Zopiatis, Constanti, & Theocharous, 2014). The roles of ratees
(employees) and raters (supervisors) in supporting or hindering ratees perceptions of PAs

on job satisfaction became the bane or focus of this research. The research plan included
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an investigation of the outcomes of PA fairness perceptions of employees on job
satisfaction.

There was a set of approved open-ended interview questions and initial interviews
with human resource practitioners to gain insight into their perspectives of PAs, based on
experience compared to those of employees about job satisfaction and how perceptions
hindered or promoted job satisfaction. The purpose of the study was to help alleviate the
challenges associated with the inaccurate, unfair, and negative perceptions of PAs of
workers in organizations.

It is intended in this study to address a lack of knowledge and understanding of
the perceptions of fairness of PAs by exploring perceptions in relation to enhanced
motivation, job satisfaction, and benefits and rewards (Riratanaphong, 2014). The
purpose of this qualitative exploratory case study was to explore and understand
employee perceptions of PA systems and how they are associated with job satisfaction
within a healthcare organization. The study may add to the body of knowledge on the
philosophical underpinnings of the significance of the fairness perceptions of PA of
employees about job satisfaction.

Origin and Current State of Performance Appraisals

PA (merit rating) is one of the oldest and most universal practices in the
workplace (Igbal, Ahmad, Haider, Batool, & Ul-ain, 2013). According to Igbal et al.
(2015), people used it to judge others as well as judging themselves. Because of the
aggressive competition confronting business organizations each day, there was the need

to develop more competencies to meet with the globalization challenges of implementing
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innovative human resource management practices. It originated as a basic technique of
income justification and used to determine whether the wage or salary of a worker was
justified (Chetana, Pattnaik, & Mohapatra, 2015).

Organizations need to emphasize employee reaction and satisfaction towards PAs
for desired behavior and attitudes to attain organizational goals eventually. Chetana et al.
(2015) suggested that positive employee reactions are critical for an effective PA process
to develop the trust of employees in organizational systems, as perceived accuracy and
acceptability of performance appraisals have a positive influence on trust management
(Denkyira, 2014). There are two methods of PAs, the traditional and modern (Mehrotra &
Phillips, 2013).

The history of PA has remained dominated by the need to assess employee
performance in organizations (Sing & Vadivelu, 2016). PA systems evolved in different
forms in the form of instruments, or tools, systems, and applications used in both private
and public-sector organizations as a means of evaluating the performance of employees.
The origin of PAs has been traced to date as far back as the 1800s during the
establishment of the Robert Owen’s in Scottish cotton mills, where superintendents used
colored pieces of wood to assess the performance of workers (Al Fazari & Rahman Khan,
2016; Saeed & Shah, 2016).

The history of traditional PA was argued to also have its roots in the early 20™
century and could be traced to Taylor’s pioneering Time and Motion studies, although the
appraisal concept was adopted by the U.S army during the First World War in the form of

merit rating to involve a man-to-man rating system for the evolution of military personnel
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from where the concept was further adopted by the business world with restriction to
hourly-paid workers (Igbal et al., 2013). Despite the laudatory goals, the traditional PA
often remained ineffective in improving the individual’s work performance and has
remained questioned (Budworth et al., 2014).

As a top priority in today’s changing environment to encounter competition;
however, the modern PA approach is based on skills improvement, learning abilities and
future development and growth of employees by aligning their performance with
organizational needs (Chetana et al., 2015). Employee performance could be reviewed to
assist in the determination of who may need training, the kind of training required to
enhance job performance, and when appraisal should be undertaken appropriately to
become an effective instrument for providing feedback to workers by managers (Ohene
Afriyie, 2015).

Benefits and Attributes of Performance Appraisal

PA is about evaluating employees’ past and current performance relative to
performance standards that exist in academic and practitioner literature (Daga & Kappor,
2014). Daga and Kappor (2014) identified the benefits of PAs to include several factors
such as facilitation of communication, enhancement of employee focus through
promoting trust, goal setting and desired performance reinforcement; performance
improvement and the determination of training needs. Daga and Kappor, also considered
that attributes that should be considered in undertaking PAs and methods are several and
fall in two main categories as personality traits (personal qualities and demonstrated

qualities). The personal traits identified included adaptability, appearance and bearing,
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decisiveness, dependability, drive and determination, initiative, ingenuity, integrity, and
maturity. Others included tenacity, stamina, verbal, and written expressions. The
demonstrated performance qualities included professional knowledge, administrative
ability, and responsibility for staff development, delegation abilities, foresight,
motivation, morale, and control.

Performance Appraisal Perceptions

While researchers recognized the significance of the fairness perceptions of PAs
in successful organizations, a major challenge that confronts HRM practitioners is having
accurate, fair, and effective PA systems (Dewettinck & van Dijk, 2013). However, little
is known about the organizational and psychological factors that influence employees’
fairness perceptions of PAs, as most studies have focused on structural factors instead of
cognitive or psychological perspectives (Harrington & Lee, 2014). Research conducted in
Great Britain showed that 80% of employees were dissatisfied with their PA system
while only 10% indicated that their organizations’ formal PA system helped them
improve their performance (Aleassa, 2014).

Tsai and Wan (2013) gathered data through interviews and showed that employee
perceptions of PA accuracy and outcomes were affected by certain cultural characteristics
and management tradition of the organization (Tsai & Wang, 2013). Perceived fairness
refers to a person’s judgment of whether an effort vs. the outcome obtained is acceptable,
reasonable, and just and that an unfair outcome distribution, on the contrary, could lead to
negative consequences. Perceived unfairness held a negative impact on customer

satisfaction while other researchers further found that an unfair treatment could lead to
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customer switch and customer revenge (Tseng & Kuo, 2014). According to Adams
(1963, 1965), fairness refers to how much people are aware of and compare themselves
with other people’s situations. People would attempt to maintain fairness by comparing
the (inputs and outputs) that others would bring to (and receive from) the same behavior.

If the ratio between these inputs and outputs is equal, people would perceive the
given situation as fair. Effective PAs depend on workers’ perceiving their job evaluation
to be fair both in terms of procedure and interaction with their respective appraisers, as
the results of a research suggested that certain issues had been causing some sense of
unfairness and most of this injustice in the PAs were procedural (Clarke et al., 2013).
Employees who benefit from an effective PA could gain rewards and have a clearer
understanding of their career path (Balcioglu & Nihinlola, 2014).

The idea suggested that customers would expect to pay the same cost when
obtaining the same benefits from the same transactions. If people noticed that others were
getting more benefits for their inputs, they would be dissatisfied, and that could result in
an unfair feeling. Previous researchers on consumer behavior have found that unfair
treatment could lead to negative consumer reactions (Pichler, 2012), as a situation
perceived as just, could lead to higher employee legitimacy than situations perceived as
unjust (Gouveia-Pereira, Vala, & Correia, 2016). One of the critical factors that drive
potential acceptability and success of any PA system is the ratee’s reaction to the
appraisal system, as the acceptance or rejection of the evaluation system may depend on

perceptions of its fairness (Harrington & Lee, 2014). The more employees perceived their
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PA and system as fair, the more they reported higher levels of trust and satisfaction with
the appraisal system (Rafferty & Jimmieson, 2016).

Empirical research justified the significant impact the reactions of employees
have towards PA and motivation (Kuvaas, 2011). Employee perceived reactions
including perceived fairness, accuracy, acceptability, and satisfaction of performance
appraisal are important in determining employee job motivation (Gelard & Rezaei, 2016),
while the perceived ineffectiveness of PA has no significant impact on the determination
of the motivation of employees’ influence in determining employee motivation
(Buvaneswari & Mujeeb Rahman, 2015). The findings of a study showed that only
perception of PA fairness had an impact on employees' ethical decision making (Goksoy
& Alayoglu, 2013).

The findings of another study revealed that perceived managerial trustworthiness
reduced the effect of the relationship between overall fairness and perceived supervisory
trustworthiness of performance assessments and, pay-for-performance was significantly
related to both forms of perceived trustworthiness (Chughtai, Byrne & Flood, 2014; Kong
& Barsness, 2016). There is an impact of the personal characteristics of employees’
perception towards the objectivity of PAs as employees always believed that PAs have
not been objective enough (Shiekhah et al., 2015).

Rater and Ratee Performance Appraisal Accountability

The purpose of PA is to improve the contribution of employees towards the

attainment of organizational goals and objectives. However, appraisers and appraises do

not respond favorably to PA systems unless they found it equitable, while it has been
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acknowledged that PA has not helped in providing the desired results (Abdelhadi, Jamal,

& André, 2015; Dusterhoff et al., 2014). Measuring the accountability of and quality of
employee effectiveness vis a vis that of the accountability and effectiveness of raters has
been a well-researched and lengthy history (Lyde et al., 2016).

Although rater accountability has been acknowledged for its potential critical
characteristic of performance rating because of discrepant outcomes in the performance
management literature, its impact on performance ratings has remained unclear (Harari &
Rudolph, 2016). Consistent with expectations, Herari and Rudolph, in a study using
meta-analytic methods to synthesize findings of performance assessments across 35
samples in addressing rater accountability revealed that the influence of raters on PA
ratings varied such that accountability substantially influenced ratings only when raters
are held accountable by the ratee versus a superior, consistent with identification and
justification of assessment manipulations (Harari & Rudolph, 2016).

The results of another study showed that the identity and role of supervisors
differed significantly and determined the implications for PA standardization to embrace
cultural diversity (Nair & Salleh, 2015). It has been revealed that if users (ratee and rater)
did not approve, keep up, and perceive psychometrically comprehensive PA as fair or
just, it would not fulfill its objectives and subsequently failed as employees who
perceived their performance appraisal to be fair would consciously or subconsciously
contribute positively in response to organizational needs and goals (Nair & Salleh, 2015).

Ensuring that managers engage in fair behaviors during performance evaluations

is critical for the effective functioning of organizations, as the lack of available self-
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regulatory resources could lead to assessment gaps resulting from employees’ ability to
accurately appraise the fairness of their behavior of performance which could be
hampered (Whiteside & Barclay, 2016). A survey of 330 employees with two case
examples drawn from qualitative interviews supported and illustrated that the perceived
performance evaluations in which the circumstances, nature, and quality of an
employee’s job were subject to unfavorable assessments by superior authority were due
to the negative assumptions and misapprehensions associated with PAs (Snella Yi, &
Chak, 2013).

Prior researchers have minimally examined the relationship between PA of
individual employees and their behavior beyond the utilization of efficiency-based
assessments as appraisals may not only induce, but also lessen dysfunctional employee
behaviors (Johansen & Christoffersen, 2016).

Employee and Supervisor/Manager Perceptions of Appraisals

PAs have remained a significant measuring tool in developing the capabilities of
employees in organizations and must be given serious consideration (Sing & Vadivelu,
2016). In a study involving customer service representatives, Birkenmeier and Sanséau
(2015) found a strong relationship between employee perceptions of
supervisors/managers and employee trust in supervisors/managers, compared to a weak
correlation between the perceptions of supervisors/managers and job performance (Snella
et al., 2013). Supervisor support and the moderating role of fairness perception
relationships plays a substantial role in increasing employee job satisfaction (Farndale,

2013; Qureshi & bin Ab Hamid, 2017).
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Accountability pressures have generated PA controls in assessing and improving
work conditions with the trade-offs presented by the extent of performance and the lack
of consensus on the exact factors that could improve the outcome of PA on job
satisfaction (Amirkhanyan, Meier, O’Toole, Dakhwe, & Janzen, 2017). Research on
factors such as quality, feedback, source, link of the annual confidential report (ACR)
system with other HRM functions, and administrative effectiveness found the overall
appraisal system to be ineffective and perceived to be a subjective yet ritualized system in
the absence of a constant feedback loop (Purohit & Martineau, 2016).

Ratees’ Fairness Perceptions per Raters’ Distorted Appraisal Outcomes

As one of the most comprehensively researched topics in organizational/industrial
research, the main issues have evolved around rating errors, rater training, appraisal
feedback, and reactions to the appraisal process (Taneja et al., 2015). The motivation of
managers to provide accurate performance evaluation of employees has remained an
unexplored area of study in public administration and management calling for a rater
motivation model (Park, 2014). Park (2014) contended that whereas some academics and
human resource practitioners perceived the PA system as a motivational tool, others
viewed it as a source of employee de-motivation bringing its role in employee motivation
into dispute. There has been empirical evidence to establish that ratees’ perceptions and
those of raters regarding performance feedback were found to not often be the same, as

feedback content should receive equal priority and fair treatment of employees (Zhan,

2016).
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A study conducted to examine the perception of public sector employees towards
the fairness of performance appraisals and its influence on commitment, based on data
obtained through a survey of 425 government employees, showed that perceived fairness
of PAs influenced employee commitment towards the organizations through the
mediating factor of satisfaction consistent with efforts by organizations to establish more
accountable and transparent decision making process in organizations (Salleh et al.,
2013). Harrington and Lee (2014) contended that fair and effective PAs were a necessary
tool in organizations for several HR development functions such as improving employee
performance, employee development capabilities, identifying high achievers for the
distribution of rewards such as merit pay, promotion to create a psychological contract
with employees. When PA is inclined towards politics and became biased, then chances
to switch organizations or leave the current organization by employees increased (Aziz,
Saif, Qureshi, Khan, & Khan, 2013; Nawaz, & Pangil, 2016; Salleh, et al., 2013).

According to Khan (2013), employees’ perception of unhealthy work
environment (such as an inequitable PA) negatively correlated to job satisfaction,
employees’ perception of PA systems plays a critical role in job satisfaction (Aziz et al.,
2013). It might be argued that employees’ perception of supervisors’ personal
commitment to fairness in the workplace and their acceptance of implementing change
culminates in the conviction that they are concerned with their common interests that
may hinder or otherwise lead to job satisfaction (Yang, 2013, 2014a, 2014b, 2016; Yukl,
2013). The possibilities of inequality determine equality feedback and outcomes as a

benchmark for injustice (Bergh, Nilson, & Waldenstrom, 2016).
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Previous research has revealed that under different conditions of the rater (sad or
pleasant), and at different levels of interpersonal influence towards ratees (low or high),
raters distorted employee rating outcomes (deflated or inflated respectively), and this
shaped ratees’ fairness perceptions in such a way that ratees who received inflated rating
outcomes due to raters’ high interpersonal influence and pleasant mood influence
perceived more interpersonal and distributive fairness than ratees who received deflated
ratings due to raters’ low interpersonal influence and sad mood (Razzaq, Igbal,
Ikramullah, & Van Prooijen, 2016). There is considerable variation in cultural values
within the country as people could be individualistic or collectivist. The results of a study
showed that rater self-construal has significant impact on overall PAs so that raters with a
high interdependent self-construal tended to show a preference for interdependent ratees,
while raters on high interdependent self-construal do not show a preference for a specific
type of ratees when conducting overall PAs (Mishra & Roch, 2013).

Such a finding may serve as an integration of the value for improving the
knowledge and understanding of how rater-centric rating anomalies occur and
subsequently determine and shape ratees’ perceptions of fairness of their PA outcomes as
far as perceived fairness of the PA process had a predictive impact on employees’ attitude
and organizational commitment (Gul & O’Connell, 2013). It behooves raters to provide
objective and unbiased ratings or feedback on employees despite the lack of an accurate
PA checklist and the managers’ subjective opinions. Employee feedback received
regarding performance related behavior, could serve to reward positive behavior, shape

goals, increase awareness of the employees’ challenges, provide a sense of efficacy, and
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enhance motivation for job performance (David, 2013; Herzberg, Mausner, &
Snyderman, 2017).
Factors Associated With Performance Appraisals

The formal use of PA systems is meant to help create accuracy, consistency,
objectivity, and completeness of information to impart the perceptions of procedural
justice based on the amount of subordinate voice involved in the performance evaluation
process (Hartmann & Slapnicar, 2013). Begum, Hossain, and Sarker (2015) identified six
factors that influenced performance evaluations as the PA process, rater accuracy,
communication, interpersonal factors, and training. Begun et al. contended that PA
effectiveness could be influenced by these factors and maintained that the fairness in the
measurement of PAs remained the main factor of effective PAS, resulting in the need to
adopt a more systematic appraisal process to improve business performance and
employee job satisfaction (Ali & Opatha, 2013). By evaluating individual employee
performance, areas of relative strength could be identified and reinforced, while areas of
weakness could be addressed in a manner consistent with improving performance
(Adeyinka, Dagauda, & Mohammed, 2015).

It has also been contended that in a proper PA, accuracy, and fairness in
evaluating employee’s performance remained critical, and the organizational objectives
must be resolute from the beginning before undertaking an effective performance
management system (Begum et al., 2015). The findings of a study revealed that even if
there was a problem with the accuracy of PA system in measuring the performance

accurately, or due to rater error in the evaluation process, the employees’ PA would not
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be affected and could positively impact employees’ motivation and satisfaction (Al
Fazari & Rahman Khan, 2016). Self-assessment methods could be utilized and enhanced
through the use of a clearly defined criteria; a systematic approach; instruction, cues, and
feedback; and opportunities for revision and improvement, as job satisfaction is a
significant predictor of organizational efficiency and effectiveness that also predicts the
attitudes and behaviors of workers (Jiang et al., 2016).

Efforts to reduce evaluation biases while simultaneously engaging performers in
structured self-assessment create an opportunity for transforming the annual PA process
from a dreaded event to an improved performance outcome (Kromrei, 2015). The results
of a study indicated that employees were satisfied with all factors in the performance
evaluation system (Ullah Khan, 2013). The most paramount among these factors include
a manager or rater support which had the least damage with the assessment process to
meet the highest damage, based on the conclusion that feedback and managers’ support
variables had higher priorities on performance outcomes (Jamali, Hamidianpour, &
Ahmadi, 2015).

Performance Appraisal Essentials

Ahmed (2015) identified 10 essential elements of a good PA system as focusing
on the purpose of appraisal, standardization of variables for measuring performance,
gathering information towards obtaining better results, assessment for complete
production cycle and transparent policies, and the standardization of the appraisal
process. Other essentials included training for raters/appraises, open communication,

integration of PAs with the organization’s goals, consistency, and management
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commitment. Abdullah (2015) suggested four main constructs in defining the most
influential context variables on rater judgment and behavior that potentially influence PA
as management concerns, clarity of purpose of PAs, accountability, and the adequacy of
PA instruments.

Performance Appraisal Metrics, Attitudes, and Behavioral Sensitivity

Developing high-quality PA operational metrics remains a challenge because
designing metrics require the right degree of content to make it meaningful particularly to
both employees and supervisors who will utilize the metrics (Evans & Tourish, 2015).
Results of research have shown that when employees were involved in the development
and design of PA metrics, managers perceived the metrics or benchmarks to be of a better
quality and employed those metrics the more to evaluate and reward employees while at
the same time, employees perform only higher when those metrics were used for their
evaluation purposes (Groen, Wouters, & Wilderom, 2016). If not well designed with the
involvement of employees, the metrics become more often prone to distortions, as there
appears a variation in the extent to which PA could be consequential and the extent to
which it appears to be primarily ceremonial (Yates, Woelert, Miller, & O’Connor, 2016).

PA interviews have continued to remain central to how employees are scrutinized,
sometimes penalized, or rewarded by supervisors (Linna et al., 2012) and at the same
time, castigated as inefficient or even harmful to the individual employee and
organizations, hence the need to explore the paradox of the assessment metrics (Evans &
Tourish, 2015). It is critical to also understand the relevant attitudes between genders

concerning PAs, as a study revealed evidence to support the notion that regardless of the
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gender of the supervisor, male subordinates scored higher on Problem Solving and
Collaboration across Departments while female subordinates scored higher on the
variable drive to learn, unless the genders of the pairs remained the same for it to be
highly significant (Smith, Nagy, Bilsland, & Nhung, 2016). Gender, age, and educational
level of employees were found to be moderators to the relationship between the facets of
employee performance and job satisfaction (Valaei & Jiroudi, 2016).
Performance Appraisal Feedback Outcomes

Employee PA remains an important aspect of HRM, as it is designed to evaluate
the job performance and productivity of individual employees based on established
criteria and organizational objectives through the communication of feedback (Chang,
2015). An effective PA system and good feedback process could play a vital role in an
organization by enhancing employee motivation, engagement, and job satisfaction, as
most organizations today lack effective PA systems primarily because the way PA is
carried out and received tended to promote a culture that discouraged the effective PA
phenomenon (Rizvi, 2017). Due to the challenges confronting organizations because of
unfair and inaccurate perceptions of PA outcomes and poor feedback culture, Kampkotter
(2016) explored the perception of employee fairness of performance appraisals on job
satisfaction.

This PA feedback involves the process of communicating the outcomes of
employee evaluations, and many organizations conduct several forms of PAs to evaluate
the competency, work attitude, and performance of employees. Employee commitment to

change could be improved by creating adaptive organizational systems and processes,
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increasing formal and informal communication, and enhancing the transformational role
of management during change (Appelbaum et al., 2017). The primary goal of PA is to
provide feedback to employees and organizations are increasingly using feedback from
various sources such as peer output, customer feedback, and input from supervisors in
360-degree appraisals (Chetana et al., 2015).

Feedback is of such critical importance for informing employees about areas
where correction action is required (Boud & Molloy, 2013). According to Yeong Ng and
Han (2015), the attitudes of managers are important to PAs. Some managers have
contradicting attitudes toward PA feedback while other employees used the appeal
process as a weapon of resolution of appraisal discrepancy outcomes. Elliott (2015)
claimed that appraisal feedback had a strong influence on employees, increased job
satisfaction, performance practices and, offered opportunities for improvement. Feedback
is described as actions taken by the employee’s supervisor to provide information
regarding task performance which involves a two-way discussion of employee’s past
performance as a basis for administrative decisions. Some of these administrative
decisions include promotion, salary adjustment, transfer, termination and employee
training, and development to align the employee’s performance with organizational goals
(Budworth et al., 2014).

As an important aspect of HRM, scholars had also argued that appropriate
appraisals not only afford employees the opportunity to contemplate their work
performance but also provide feedback on employee job performance as a vital means of

communication (Chang, 2015; Samal, 2015). The results of a study conducted
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demonstrated that employees’ commitment to change, in an organization, could be
improved through creating increasing formal and informal communication, creating
adaptive organizational systems, and enhancing the role of transformational leaders
during the change (Appelbaum et al., 2017). Employee commitment to change could be
improved by creating adaptive organizational systems and processes, increasing formal
and informal communication, and enhancing the transformational role of management
during change (Appelbaum et al., 2017).

Researchers argued that many organizations gather information on whether
policies, programs or practices achieve the desired performance outcomes in the form of
feedback but often did not use the information. Even when the information was used, it
was inaccurate, inconsistent and the original idea or desired behavior behind the
implementation was not reflected in the observed behavior (Taylor, 2014). Sharma and
Sharma (2017) proposed that using human resource analytics related negatively to
subjectivity bias in performance appraisal systems, thereby influencing employee
perceived accuracy and fairness which further impacted positively on employee job
satisfaction with the appraisal system and subsequently increased employee willingness
to improve performance and strategy (Ohene Afriyie, 2015).

Job Satisfaction and Performance Appraisal Relationship

Job satisfaction has been regarded as one of the essential components in the life of
an employee of an organization by managers and continues to remain a multidimensional
construct that consists of several facets (Fila, Paik, Griffeth, & Allen, 2014). It has

become a topical issue of considerable interest among management practitioners and
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scholars in recent times because it reflects on the attitude and behavior of workers and a
way of displaying human behavior at the workplace (Ahmad & Bujang, 2014). Although
considered a primary component by which the effectiveness of an organization’s human
resources is evaluated, job satisfaction still represented one of the most complex aspects
of the management challenge that confronts today’s managers in managing workers, and
has not received the attention it deserves from neither managers nor scholars and
practitioners (Pan, Shen, Liu, Yang, & Wang, 2015; Puttewar, Askhedkar, & Handa,
2016).

It is known to emerge from several considerations such as the elements of the
organizational environment, attributes of the work, human resource practices, PAs, and
the personal attributes of the employee (Fogarty et al., 2014; Prasad, 2015). Job
satisfaction has significant ramifications for the behaviors and attitudes of workers, as it
predicts behavioral outcomes such as employee performance, absence, lateness, and
turnover (Lopes, Chambel, Castanheira, & Oliveira-Cruz, 2015). Generally, the
terminology would be considered as one of the factors of obtaining the overall pleasure of
the performed job (Bayram & Ding, 2015; Pajibo & Adjabeng, 2015). It is measured in
several ways and by existing benchmarks. A frequently used measurement tool is the Job
Description Index (JDI), which has the merit of analyzing five critical elements such as
the present work, remuneration, promotions, supervision, and coworkers constituting the
target of several validations and reliability studies (Lopes et al., 2015).

Job satisfaction describes the extent to which an employee is pleased, satisfied or

comfortable with their job and how people derive contentment and fulfillment from their
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work that reflects the attitudes and feelings of people about their work. Satisfied and
committed employees remain crucial for organizational success (Aslam, Aslam, &
Saleem, 2015). Job satisfaction remains an important issue for both employees and
employers as studies suggest that satisfied employees are less likely to leave, remain
absent, and represent higher productivity, higher profits, and higher shareholder value
(Khan, 2015). A job provided the financial basis for workers’ life and described to
differentiate it from work as the task undertaken in a specific setting. A job is more
generally used to achieve personal goals about the individual’s career (Ali, 2016).
Satisfaction, on the other hand, refers to the contentment felt after the fulfillment of a
need so that the employee becomes satisfied when his or her expectations or desires are
fulfilled (Ali, 2016).

As one of the most effective indicators of vocational happiness and determinant of
work attitude (Zhang, Wu, Miao, Yan, & Peng, 2013), job satisfaction is considered a
positive or pleasurable emotional state that results from the assessment of employees’ job
or job experiences and response to individual task like the physical and social conditions
of the workplace. Job satisfaction has become valued as a critical subject of increasing
interest by policy-makers, top management executives and higher authorities (Ali, 2016;
Mangundjaya, Utoyo, & Wulandari, 2015; Nazir et al., 2014; Wulandari, Mangundjaya,
& Utoyo, 2015). Encouraging job satisfaction and organizational commitment remain one
of the most critical potentials of enhancing organizational performance towards attaining

sustainable competitive advantage in the global workplace (Kasemsap, 2017).
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Employees constitute a key element and asset of any organization by which mode,
all means of production are handled. The happier employees are within their job, the
more satisfied they are said to become (Mehrad, 2014). Pursuing and enhancing
individual employee job satisfaction, work performance, commitment, and fair behavior
is required for attaining organizational excellence (Sawitri, Suswati, & Huda, 2016). It
has also been contended that apart from organizational justice among several factors that
influenced job satisfaction positively, most importantly is organizational support which is
considered the strongest (Rowland, & Hall, 2012), hence improving the perceived
fairness of performance appraisals through organizational support becomes crucial in
enhancing the level of job satisfaction of employees (Pan, et al., 2015).

Since performance management remains an inseparable phenomenon as part of
the organizational control system (Mahapal et al., 2015), it should be able to influence
worker’s behavior and motivate them to act in the company’s interest because employee
job satisfaction toward existing systems is basically driven by the perception of justice at
their workplaces (Brata & Juliana, 2014). A study of 115 workers from various
corporations found a positive correlation between job satisfaction and motivation with the
PA system of the organization including negative constructs about PA objectivity,
transparency, cultural system, feedback, performance impact, attrition, and compensation
(Prasad, 2015).

The findings of research have indicated that there is a significant relationship
between diversity management on job satisfaction and perceived group performance

when dealing with workers’ performance issues (Aydan, 2016). The cultural context
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within the organization could also influence the employee’s level of job satisfaction as a
construct that could be described differently within different cultures (Kok Seng & Wai,
2016). This development strengthens the contention that organizations must design and
administer their performance appraisal systems with care, frequency, and use it more as a
development tool to improve effectiveness in creating job satisfaction and productivity
(Mathew & Johnson, 2015; Prasad, 2015).
Job Satisfaction and its Origin
Several studies related to job satisfaction in recent times have had organizations

increasingly realize its value and therefore, become a primary focus in organizations
(Motlou, Singh, & Karodia, 2016). The issue involving job satisfaction was initiated
since the emergence of scientific management by Taylor in 1911 with the introduction of
the piece rate system which linked affluence with organization’s prosperity towards
increasing employee productivity (Ali, 2016). According to Ali (2016), the concept of job
satisfaction was much touted when the Hawthorn studies were conducted in the late
1920s and early 1930s accomplished by Mayo. It has both positive and negative feelings
of employees towards work, based on their performance assessments. Job satisfaction is
described as the degree to which employees like or enjoy their jobs (Ouyang, Zhou, &
Qu, 2015).

Numerous studies conducted establish the relationship and the impact of job
satisfaction on job performance and efficiency (Bayraktar, Araci, Karacay, & Calisir,
2016). However, job dissatisfaction is believed to cause mental and physical discomfort,

instability, lack of social cohesion and imbalance (Moghadam et al., 2014). It has been
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contended that a work environment with honest, trustworthy, and well-treated employees
encourage good relations and minimizes conflicts that tend to influence employees’ job
satisfaction positively (Khan, Naseem, & Masood, 2016). Job satisfaction is often
expected to be high in an organization that values respect and is well managed (Ordu,
2016). The results of an empirical study on academic and nonacademic staff’s job
satisfaction showed that workers who were satisfied with their jobs demonstrated a higher
level of commitment and more unlikely to change their jobs (Kok Seng & Wai, 2016).

Despite this laudatory objective, the traditional performance assessment is
frequently ineffective for improving a person’s job performance, and it was found that
employees who had a poor experience with their appraisal interview were more likely to
be dissatisfied with their job, and have low organizational commitment (Bobocel & Mu,
2016). Similarly, in a recent 4-year longitudinal study with a sample of more than 6,000
public-sector employees, it was found that a poor performance evaluation experience had
a negative effect on employees’ perceptions and attitudes (Johansen & Christoffersen,
2016). Even more troubling is research showing that when employee experiences are
positive, appraisal interviews still resulted in negative attitudes and lower organizational
performance (Budworth et al., 2014).

Factors Associated With Job Satisfaction

Empirical studies in China have revealed that leadership management,
organizational climate, evaluation orientation, job stress, salary, organizational justice,
demography, working characteristics, perceived organizational support, gender, salary,

occupational stress, years of work experience, work field, and perceived organizational
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support were some factors that influenced job satisfaction (Liu & Onwuegbuzie, 2014).
Job satisfaction is appreciably related to job performance, as well as others such as
quality of life, stress, burnout, anxiety, and turnover intentions (Alexopoulos, Palatsidi,
Tigani, & Darviri, 2014; Alsaraireh, Quinn-Griffin, Ziehm, & Fitzpatrick, 2014).

The situation for encouraging a performance-oriented culture for success,
survival, and sustaining competition are required, hence the need for integrating
performance related issues to motivate and retain talent geared towards job satisfaction
through employee fairness perceptions of their assessments (Singh & Mishra, 2016).
Other researchers also established five main factors as capable of influencing employee
job satisfaction to include work environment, remuneration, fairness, promotion, and
training to serve as a stimulus for employee productivity and the delivery of quality
service (Omeluzor et al., 2016). The impact of job satisfaction could result in good
relationships between workers and the organization to increase beliefs at the workplace,
and ultimately culminate in productive communication in performance in the
organization (Pandey & Khan, 2015).

Summary and Conclusions

The literature supports claims that PAs should be a systematic and periodic
process, instead of an annual ritual used to evaluate an employee’s job satisfaction
productivity, and commitment about certain pre-established criteria and organizational
objectives (Senyah, Boateng Coffie, & Adu-Parkoh, 2016). Improving employee job
satisfaction and work performance requires change-related perceptions (Warokka,

Gallato, & Moorthy, 2012), and the individual’s disposition relevant to change (Cullen,
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Edwards, Casper, & Gue, 2013). Based on the robust review and synthesis of the existing
literature on PAs, the study made a case for an integrated framework on the subject.
Several research gaps surfaced in the review of the literature. The first gap was that
limited research existed on the perceptions of fairness of employee performance
appraisals on job satisfaction. Few studies have been conducted on how the perceptions
of fairness of PAs influence job satisfaction, specifically in healthcare organizations.
Finally, a limited role existed regarding the specific role of the fairness perceptions of
employees on the PA process about job satisfaction (Dutt, 2016).

To achieve this objective, the review derived an expanded view of PAs. The
chapter additionally highlighted critical areas on the review and synthesis of the literature
on specific areas such as historical perspectives and current state of affairs of
performance evaluations, benefits and attributes of performance appraisals, perceptions
of fairness of performance appraisals, rater and ratee performance appraisal
accountability, ratees’ fairness perceptions per raters’ distorted appraisal outcomes,
factors associated with performance appraisals, job satisfaction and performance
appraisal relationship. Other areas covered include the historical perspectives of job
satisfaction, factors associated with job satisfaction, performance appraisal metrics,
attitudes, and behavioral sensitivity and lastly, performance appraisal feedback and
outcomes.

From the conceptual or theoretical perspectives, and given the extensive literature
reviewed thus far, the present study would help generate a new form of enquiry into the

performance appraisal process following the ideas espoused in the review of the literature
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regarding both the traditional and modern techniques and approaches of worker’s
evaluations in social research (Singleton & Straits, 2005).

This study will contribute to the literature by strengthening researchers’
conceptual and practical understanding of the main perceptions of fairness of
performance appraisals on employee job satisfaction. The study offers insights
concerning how employees could improve their perceptions. Cullen et al. (2013) claimed
employees needed to improve their perceptions by minimizing their perceived
uncertainties regarding their performance appraisals and other processes and identify
other employees who needed assistance to adapt to workplace changes.

Chapter 3 of the study is the research methodology, design, and rationale that was
applied, and the scientific procedures adopted to empirically examine the phenomenon of
the perceptions of fairness of employee performance appraisals on job satisfaction.
Efforts were made to explain the importance of the exploratory case study approach to
exemplify the ethical concerns and procedures that were undertaken to explore the
perceptions of fairness of employee performance appraisals on job satisfaction.

Other topics included defining the data measurements and analysis methods,
issues of trustworthiness, and a summary and conclusions. The study will help fill the gap
in the literature on the perceptions of fairness of employee performance appraisals on job
satisfaction. A qualitative method and multiple case study design inquiry were used to
conduct this study because the boundaries between the phenomenon of the perceptions of
performance appraisals of employees on job satisfaction are often not clear (Skibba,

2006; Yin, 2014). The qualitative exploratory multiple case study also supports the
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collection of data from multiple sources to present a rich and in-depth information on the

phenomenon under investigation (DiGangi, Jannasch-Pennell, & Yu, 2011).
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Chapter 3: Research Method

Introduction

The purpose of this qualitative exploratory multiple case study was to explore the
perceptions of fairness of employee PAs on job satisfaction within a major healthcare
organization in the United States. The findings of this case study may help bridge the gap
and draw parallels between the inconsistencies in the existing literature. The research
findings may assist in understanding the role of employee perceptions of PAs as an
indispensable instrument for improving employee job satisfaction. Recommendations
were made on how the process could be implemented to reflect accurate and fair
outcomes for decision making in organizations that benefit both employees and
management (Dewettinck & van Dijk, 2013). Although organizations may agree that PAs
are a function of performance management overall, ambiguity surrounded the application
and processes involved. An effort was made to ascertain whether the performance
outcomes were fair and contributed to enhanced perceptions of job satisfaction
(Buvaneswari & Mujeeb Rahman, 2015).

Perceived fairness, in the context of this study, was used to refer to an individual’s
perceived judgment of whether there was a fair balance between exerted effort and
achieved outcomes. Where an imbalance between effort and outcome existed, perceptions
of unfairness and other negative consequences could emerge. Perceived unfairness might
have a negative impact on employee job satisfaction, while other researchers found that

even employees may switch to the competition or other organizations to satisfy needs
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where a sense of unfairness was perceived (Shih, Yu, & Tseng, 2015; Tseng & Kuo,
2014; Wu, 2015).

Chapter 3 is an explanation of the proposed research methodology and design for
the current research in detail. This chapter is a summary of the purpose statement, the
rationale for adopting a qualitative multiple case study approach, and sampling frame.
This section also described my role as the researcher, data collection, and coding
procedures, data management, and intended analysis. The section on ethical
considerations addressed the ethical treatment of human subjects as required by the
Belmont Report (Friesen, Kearns, Redman, & Caplan, 2017). The chapter includes an
acknowledgment of and measures that were taken to minimize error caused by researcher
bias, as well as issues concerning credibility and reliability. Theoretical content was
maintained through the conceptual framework to ground the results and helped interpret
the findings (Yin, 2014). Chapter 3 concludes with a summary of main points and
transition to the next chapter.

Research Design and Rationale
The central research question that guided the study was: What are the employee
perceptions of performance appraisals on job satisfaction? The related subquestion was:
What are the reasons that lead to unfair perceptions of performance appraisals?

These research questions were designed in relation to the conceptual framework
rooted in organizational justice theory (Adams’s equity theory, 1963, 1965) and the two-
factor or dual motivational theory (Herzberg, 1959), and the literature review for the

study. The research was developed to be qualitative based on the formulated central
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research question. Qualitative researchers must be thoughtful and purposive in their
selection of the appropriate methodology to increase trustworthiness to maintain
scholarly research, credibility, and reputation (Seidman, 2013; Yin, 2014). Both
professional and clinical knowledge rely extensively on qualitative research and many
researchers who undertook qualitative research wanted to improve how things worked by
showing empathy and advocacy to reveal special characteristics, such as interpretive,
experiential, situational, and paternalistic tendencies (Stake, 2010). This professional and
clinical knowledge fell within the purview of the study on the perceptions of employees
of PAs on job satisfaction.

Qualitative research is suitable for use in a situation where the goal is to explore a
case, or a limited number of cases in detail, allowing case-specific information to draw
comparisons between individual cases (Bean, 2007). The approach must also be effective
in exploring complex phenomena, to uncover the researcher’s experience of the
phenomenon (Atkinson & Delamont, 2006; Johnson & Onwuegbuzie, 2004). The
qualitative method was used to identify contextual factors that influence the phenomenon
of interest as experienced by the participants. The essence of using qualitative method
was to reveal not only how the phenomenon was used, but also why it was utilized in
organizations (Atkinson & Delamont, 2006; Johnson & Onwuegbuzie, 2004; Stanfield I,
20006).

The qualitative exploratory multiple case study was used for the current research
as this method typically deals with collecting data within a natural setting (Atkinson &

Delamont, 2006; Stanfield II, 2006) to gain in-depth insights and understanding of the
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phenomenon on PAs through systematic gathering of descriptive data grounded in
diverse and complex sources including historical records, documents, and field data
(Hancock & Algozzine, 2011). This qualitative exploratory multiple case study would
help provide an understanding of the perceptions of employees from the participants'
perspective, thus requiring the use of a qualitative approach (Bogdan & Biklen, 2003).
Qualitative studies tended to provide detailed revelations of phenomena by investigating
how people make meaning of their experiences (Bogdan & Biklen, 2003; Lodico,
Spaulding, & Voegtle, 2010). Qualitative research could represent the perspectives of
people clearly, paying attention to real-world contextual situations (Yin, 2014), thus
further supporting the use of a qualitative approach for this research (Miller, & Salkind,
2002).

The current research included recommendations on a variety of data collection
techniques for qualitative studies (Maxwell, 2013; Merriam, 2009; Miles, Huberman, &
Saldana, 2014; Yin, 2014). The qualitative approach was appropriate for this study as the
goal of the study was to derive meaning and understanding through a rich description and
interpretation of the perceptions of employees of their PAs on job satisfaction. A
qualitative study is an inductive process in which researchers become the primary
instrument for gathering and analyzing data (Merriam, 2009). For this study, data were
analyzed using an inductive approach to uncover emerging themes, patterns, and
concepts. Qualitative approaches have been used extensively and applied in the social
sciences and other fields of research where experimental designs were not often possible

(Merriam, 2009). The qualitative perspective was particularly suitable because the
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purpose of this study was to explore the perceptions of employees based on their work
experience and knowledge of performance appraisals in relation to their job satisfaction.

Thoughtful planning is usually required when choosing a case to gain a deeper
understanding of the topic, the merit of using different methods, and how to relate to
participants in the field (Leavy & Simons, 2014; Simons, 2012). Several qualitative
traditions and paradigms were considered in selecting the design to determine the
appropriate procedures and methods utilized for the study. The philosophical assumptions
and concepts informed the choice of theories that guided the research to make the
theories apparent or explicit in qualitative studies (Lincoln, Lynham, & Guba, 2011;
Mertens, 2010).

The exploratory qualitative multiple case study was utilized as it aligned with the
research question for the study. A case study is designed to explore phenomena
contextualized within specific frameworks, boundaries, or parameters (Hatch, 2002). A
case study is the in-depth investigation of a bounded system with one setting (Bogdan &
Biklen, 2003; Merriam, 2009; Yin, 2014). The employees of the healthcare organization
constituted the bounded system. The method permitted deep insights into understanding
employee perceptions of performance appraisals and job satisfaction. The decision to use
a multiple case study design as the form of inquiry stemmed from the lack of literature
and its topical nature. The case study design is an acceptable form of critical inquiry and
has gained much traction in the field of research as a valid research procedure (Flyvbjerg,

2011; Yin, 2009, 2014).



76
Yin (2009, 2014) described a case study as a form of in-depth empirical inquiry

that investigates a contemporary phenomenon within its real-life context, especially when
the boundaries between the context and the phenomenon are not obvious or clear. There
have been common misconceptions about case study design that indicate that theoretical
knowledge is more valuable than concrete case study knowledge and cannot generalize
from a case study. A case study is also considered a pilot process used for the
development of a quantitative study with a bias toward verification, and that knowledge
may only become applicable to broader populations (Flyvbjerg, 2011; Stake, 1995, 2010;
Yin, 2014).

The issue concerning generalization could be improved over a period through
replicating the case or cases within the case study (Stake, 1995, 2010; Yin, 2014). The
bounded system needs to be defined and may be comprised of a single unit of analysis
such as a class, institution, organization, project, or program, and in some cases, it may
be subelements and instances within the case (Simons, 2012). The goal of the current
study was to explore and understand the context of employee perceptions of PAs on job
satisfaction. The topic remains a contemporary issue that is underrepresented in the
literature; this study met the criteria that warranted employing the case study design.

Three main existing conditions have been outlined for justifying the use of case
study in research. These conditions include: type of research question, no researcher
control over behavioral occurrences, and focus on contemporary situations (Yin, 2014).
All these conditions meet the criteria for the current study. I had no control over the

environment or context of the study under which the participants were assessed at the
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workplace. The central research question for the study was used to establish the context
of the study on the perceptions of employees of performance appraisals on job
satisfaction and established within the conceptual framework and literature review.

Yin (2014) claimed the case study design has distinct levels and must link the
research questions with the unit of analysis. Yin outlined five main steps for undertaking
a case study design: developing appropriate research questions, stating any propositions,
identifying the unit of analysis, linking data to the propositions and research questions,
and establishing criteria for interpreting findings. To obtain meaningful results, the
researcher must select the right method for the line of research inquiry appropriate for the
study (Yin, 2014).

A research design is a systematic plan that links the components of a study to
address research questions and draw conclusions (Denzin & Lincoln, 2011; Saldana,
2011). The selected design for this study served as a logical framework in relation to the
literature review and the conceptual framework to help gather, analyze and, interpret data
relevant to the central research question. Five approaches to qualitative research design
inquiry were explored to determine the most suitable design appropriate and relevant for
the study. The forms of design inquiry considered were: phenomenological, narrative
inquiry, ethnography, grounded theory, and case study (Yin, 2014).

Phenomenology is a qualitative research design inquiry employed to investigate
lived experiences using a generous sample size to help the researcher obtain detailed
information and insights on an event or situation (Bak, 2011; Moustakas, 1994; Van

Manen, 1990). The phenomenological approach was not appropriate for the current study
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on the perceptions of employees of performance appraisal on job satisfaction as the focus
is not related to the consciousness or cognitive representations and the objects of direct
experience (Anderson & Spencer, 2002).

Narrative inquiry is useful in determining the life stories or lived experiences of
individual people. Researchers utilize the narrative form of design inquiry on very small
sample size to access rich data with the purpose of learning from the lived experiences or
life stories of people (Bak, 2011; Clandinin, & Connelly, 2000; Riessmann, 2008). The
narrative form of design inquiry was suitable or relevant for the current study because it
requires the collection of data based on the reports of individuals’ lived experiences or
life stories.

An ethnographic study explores culture rather than describing an understanding of
the situation, issues or events related to the study (LeCompte, & Schensul, 1999).
Ethnography involves the engagement of researchers in long periods in the field to
provide a narrative discourse (Bak, 2011; Thomson, Petty, Ramage, & Moore, 2011);
Wolcott, 2008). Researchers who are unfamiliar with the culture of the target population
tend to abandon the research when the narrative inquiry is used (Bak, 2011; Fetterman,
2010). Having explored the several approaches of inquiry and the viewpoints of diverse
researchers and extant literature, ethnography was not selected for the current study.
Grounded theory methods consist of systematic but flexible guidelines used in the
collection and analysis of qualitative data to construct theories from the data themselves
(Strauss & Corbin, 1994). It is a rigorous but lengthy process in which the researcher’s

views help to interpret the data (Charmaz, 2014; Jones & Alony, 2011).
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Researchers use grounded theory research design to emphasize the process of
analysis and development of theoretical categories to build a series of requirements and
checks into qualitative inquiry through an iterative means of successive analytic data
collection procedures and series of research rather than focus solely on the results of a
study (Charmaz, 2006, 2008; Dunne, 2011). The theory begins with an inductive logic;
but, moves into deductive reasoning as researchers seek to understand emergent empirical
findings (Dunne, 2011; Rosenthal, 2004). The grounded theory requires long-term
engagement in the field through on-going observations including interviewing which will
exceed participant access, funding, time thus requiring more resources for a doctoral
study (Glesne, 2011). To use grounded theory, the suggestion is that social situations
should constitute the unit of analysis using three sociological circumstances such as
situational, social world/arenas, and positional cartographic maps for collecting and
analyzing qualitative data (Bloomberg & Volpe, 2012; Charmaz, 2006; Maxwell, 2013;
Stake, 2010).

The grounded theory depends on reflexivity of researchers, recognition of
problem representations, questions of legitimacy and authority, and repositioning the
researcher away from the analyst to the knowledge participant to form the basis of the
grounded theory discourse (Brimhall & Engblom-Deglmann, 2011; Charmaz, 2006). The
theory deals with several characteristics including process or action which serves as the
focus of the researcher in developing a theory, and memos as part of the theory (Brimhall

& Engblom-Deglmann, 2011).
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The case study method of inquiry is used to examine smaller samples and focuses
on a case within real life, contemporary setting, or context (Stake, 2010; Yin, 2009,
2014), and meets the requirements for answering the current research question. Of the
various qualitative research designs (narrative, ethnography, grounded theory,
phenomenology, and case study) considered, only the exploratory case study design
inquiry fits appropriately the purpose of this qualitative study. The multiple case study
design was the most suitable and best-fit approach to address the research questions on
the perceptions of fairness of employee performance appraisals on job satisfaction to help
provide effective strategies based on employee performance reviews.

A researcher chooses a case study design to examine what is to be studied (a case
within a bounded system, bounded by time and place (Stake, 1995, 2010; Yin, 2014) or a
comprehensive strategy of research (Denzin & Lincoln, 2011; Merriam, 2009), using
multiple approaches to collect data based on face-to-face interviews (Moustakas, 1994).
The exploratory qualitative multiple case study design was used to explore the employee
perceptions of performance appraisals on job satisfaction in the healthcare organization.

The design of this multiple case study would involve the use of structured and
semistructured interviews to reflect the research questions on the perceptions of
employees of performance appraisals on job satisfaction to uncover employee perceptions
based on responses to performance reviews and outcome experiences of employees to
improve job satisfaction (Dumight & Qu, 2011). Participants would provide in-depth
responses through face-to-face interviews using open-ended interview questions,

procedures, and protocols (Janesick, 2011). The open-ended questions would enable
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respondents to provide in-depth information and insights related to the research questions
on their perceptions of performance appraisals on job satisfaction. The information that
would be gathered would be utilized and applied to existing knowledge and literature.

The choice of the exploratory qualitative multiple case study was intended to
differentiate it from an explanatory qualitative case study that seeks to affirm a causal
relationship between variables to explain the occurrence of the phenomenon (Miller &
Salkind, 2002; Yin, 2014). A clearer understanding of the objectives of this study and its
underlying motivation will help in shaping the design decisions to ensure relevance and
significance at the scholar-practitioner level (Maxwell, 2013).

The multiple case study design inquiry was employed for this study to address the
central research question. The choice of the case study design was based on the purpose
of the research and the kind of data to be gathered. The design is one of the preferred
strategies because the research questions focus mainly on what questions as a justifiable
rationale to develop pertinent propositions for further inquiry (Yin, 2014). Case studies
are also likely to be the preferred strategy, when, how or why questions are posed when
the researcher has little control over events and the emphasis is on a contemporary
phenomenon within a real-life context (Simons, 2012; Yin, 2014).

The case study method of inquiry is the qualitative technique that can illustrate
certain topics within the evaluation of the research to explore situations in which the
intervention being measured has no clear, single, or specific set of outcomes (Yin, 2014).
The research plan will guide the study in the process of gathering, analyzing, and

interpreting data including observations during the interview to draw inferences that
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describe the domain of generalizing interpretations to a larger population or any different
situations (Frankfort-Nachmias & Nachmias, 2008). Information was collected from each
eligible employee as the case and several such individual employees as cases (bounded
case) to make it a multiple case study (Yin, 2014). The cases would constitute the case
study. The use of multiple sources of evidence for the study permitted me to address
issues of a broader range of historical behavior or attitude based on employee perceptions
of performance appraisals to provide a converging basis of the inquiry, using the process
of triangulation (Bloomberg & Volpe, 2012; Maxwell, 2013; Stake, 2010).
Role of the Researcher

Several roles are assumed by the qualitative researcher during the study. The role
of the researcher is critical as a matter of gradation from the impersonal to personal as the
researcher becomes the principal instrument observing the action, and the contexts often
deliberately play a subjective role in the study with the use of personal experience in
advancing correct interpretations (Stake, 2010). The role of the researcher remains vital
to the research. This role included being responsible for collecting data from participants
with minimal bias, analysis, and interpretation of findings related to the perceptions of
employee fairness of performance appraisals on job satisfaction. During the research
process, there was a selection of the research design, development of data collection
instruments, data collection, analysis, interpretation, and recommendations.

The process involved strict adherence to Walden University guidelines for
qualitative dissertation and the requirements of the Institutional Review Board (IRB;

Bloomberg & Volpe, 2012). I helped inform and reflect personal and professional



83

experiences and beliefs in this study as both appraisee and appraiser that may have a bias

on the study. My role in the data collection procedure was that of a participant and

participant-observer during the interview process, including the possibility of randomly

examining some performance appraisal reviews of employees of the organization.
Research Methodology

This exploratory qualitative multiple case study was framed within the context of
fairness perceptions of employee PAs on job satisfaction in a healthcare organization.
Qualitative research is a method of inquiry and tradition employed in many different
academic disciplines including the social and natural sciences (Palinkas et al., 2015; Yin,
2014). The method is used for research where the study topic is intended to explore a
phenomenon due to the nonexistence of theories to explain it. This approach enables the
researcher to discover and provide a narrative of the perspectives of research participants
and generally assumed to be selected purposefully to yield cases that are information rich
(Palinkas et al., 2015; Singleton & Straits, 2005).

I examined how employee assessment reviews and outcomes could be utilized to
inform, impact, and sustain decisions in organizations. The goal of quantitative research
methods was to investigate experimental hypotheses and existing theories that involve
large samples of numeric data used by researchers to predict or explain the relationship
between factors and variables to measure results (Thomson et al., 2011; Trochim, 2001).
The three types of methods researchers use for conducting a study are quantitative,
qualitative, and mixed methods, depending on the nature of the problem or issues to

address within a natural setting).
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Quantitative research is noted to be specifically dependent on numeric data and
instrument-based questions to approve or disprove hypothesis while participants answer
closed-ended questions (Yin, 2014). Based on the arguments of Thomson et al. (2011),
quantitative research was not suitable for this study because a quantitative study does not
provide in-depth insights and understanding about the phenomenon on the topic
involving employee perceptions of performance appraisals on job satisfaction. Although
a quantitative methodology would have permitted the gathering of data for standardized
questions, the method did not facilitate the in-depth, face-to-face, open-ended questioning
desired to uncover the interviewees’ perceptions of fairness of performance appraisal
outcomes related to employee job satisfaction.

A mixed methodology focuses on the collection and analysis of quantitative and
qualitative data for a study and researchers who use the mixed methods of research
combine the elements of both quantitative and qualitative methods of research to obtain
detail understanding of the study (Duffy & Chenail, 2009). Researchers also use the
mixed methods to gather data sequentially while posing confirmatory questions; but, the
approach typically takes longer to complete and involves triangulation to convert both
statistical analysis and the coding of open-ended questions to answer the research
questions (Bak, 2011). A mixed methods approach was not be appropriate for this study
because the method involves the inclusion of both quantitative and qualitative data which
was not the focus of the current study.

Qualitative research methodology emphasizes the use of a form of design inquiry

for the most suitable and best possible option to learn from the employees’ experiences
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(Stake, 2010), and would be used to explore the perceptions of employees of performance
appraisals on job satisfaction. The exploratory qualitative method for the current study
was selected because the method requires the use of interviews to gain in-depth insights
and understanding of the perceptions of employees of the phenomenon of PAs (Rowley,
2012). The qualitative methodology is consistent with the purpose of the current research.

Qualitative research uses rigorous data collection procedures and techniques to
collect multiple data and details about things while spending adequate time in the field to
establish a good standard of qualitative research (Marshall & Rossman, 2011). Common
characteristics of qualitative research includes having a natural setting, having the
researcher as a key instrument, use of multiple methods, carrying out complex reasoning
through inductive logic and deductive logic, having participant meaning, emergent
design, reflexivity, and the provision of holistic accounts of a study (Hatch, 2002;
Marshall & Rossman, 2011).

Qualitative research entails the exploration of a single phenomenon and the
procedures are characterized by emerging and inductive reasoning, shaped by the
researcher’s experience in collecting and analyzing data as things are studied in their
natural setting to interpret phenomena to make meaning (Denzin & Lincoln, 2011).
Educational studies or evaluations are best undertaken from a qualitative perspective to
capture the in-depth understanding of the problem and answers to research questions
(Merriam, 2009). Quantitative researchers, nonetheless, make methodological and other
choices based partly on personal preference but usually manage to gather data objectively

instead of subjectively (Stake, 2010). The qualitative research approach was utilized to
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examine the problem of the perceptions of employees of PAs on job satisfaction. The
research question aligns with the use of the qualitative approach with the goal of
understanding human behavior in its natural context (Lodico et al., 2010; Merriam,
2009).

While researchers use qualitative research to gain an understanding of people’s
experiences to establish various truths and social constructions of the real world (Pitman,
1998), quantitative research method is used to explore the positivist paradigm to establish
the existence of only one truth (Mathie & Carnozzi, 2005; Merriam, 2009). Quantitative
or mixed methods of research may not be helpful in addressing the goal of this study. As
a result, qualitative research was deemed as more appropriate (Malina, Norreklit, & Selto,
2011), relevant and a more beneficial approach to learn and understand employee
perceptions based on personal and professional work experiences to determine unique
approaches to social science studies (Herzberg, 1959; Yin, 2014).

The multiple case study method and design would be adopted because the
approach relies primarily on human understanding, unlike quantitative thinking which
depends significantly on linear measurements, attributes, and statistical analysis (Stake,
2010). The qualitative method would be employed for the study where little research or
theory currently exists on performance appraisals and fairness perceptions. This study
would explore the data and identify any emerging theories. Employing this exploratory
qualitative method would enable a researcher to ascertain what should be the employees’
perception of PA outcomes on job satisfaction. It would also ensure the determination the

employee experiences with the existing performance appraisal system in the organization
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to ensure that the outcomes serve a true reflection of the prevailing evaluation system
(Masum et al., 2015).
Population and Setting

The population and setting for this exploratory qualitative multiple case study was
a healthcare organization situated in the western part of the State of Maryland located in
the Baltimore-Washington Metropolitan area. Participants are gatekeepers of information,
and their selection and setting should be linked (Hatch, 2002; Seidman, 2013). A well-
constructed multiple case study design should demonstrate the researcher’s ability to
focus on participant safety and confidentiality before, during, and after an investigation
using vigorous techniques to protect individual participant rights (Bloomberg & Volpe,
2012; Merriam, 2009; Yin, 2014).

The participants included a population of selected employees who fulfill the
criteria or meet the qualification of at least 1-year work experience with the organization
with at least one performance appraisal. The objective was to interview 15 to 18
participant employees of the organization until saturation. Two or more replications of a
case study are sufficient, provided the theory is straightforward, and the degree of
certainty is excessive (Yin, 2014). The sample size for the study was to be 15 to 18
selected from a single healthcare organization in the Baltimore-Washington Metropolitan
area located in Western Maryland, U.S.A. The study data may help management to
improve decision making for a more effective performance appraisal system. Permission

was obtained from management or human resource department for access to allow
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participants to be selected from a current staff list or database that was provided by the
healthcare organization.
Sampling and Participant Selection

Qualitative research usually requires purposive sampling with small sample sizes
based on the assumption that the researcher wants to understand, uncover, and obtain in-
depth insights (Merriam, 2009). Interviews would discontinue once data saturation has
been reached, and this is anticipated to occur when no new information is generated
following interviews with 15 to 18 participants (Bloomberg & Volpe, 2012; Merriam,
2009; Seidman, 2013; Thomson et al., 2011). This sample would represent the population
for this qualitative case study including the selection of individual employees or
interviewees as the unit of analysis. The individual employees of the organization would
be contacted via e-mail and phone.

Participants were selected based on their experiences and insights surrounding the
perception of employee performance appraisal fairness outcomes on job satisfaction.
Participants were informed that their names and all other information would remain
confidential. Participants were given a summary of the research report on completion of
the study. I utilized a local healthcare facility for easy access. The limitations posed by
the sampling method for the study were outlined in the concluding parts of the research.
An effort was made to recruit a balance of a cross-section of employees within the
healthcare organization, including supervisors and managers.

The participants comprised both male and female adult employees who have been

employed by the organization for at least 1 year and have undergone performance
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reviews at the workplace in the organization to make up for affirmative action and equal
opportunities for all selected participants. Consent forms and questionnaires were
disseminated to participants 2 days before the interview. I telephoned all participants to
confirm the date, time, and venue for the interview. Participants were engaged in
conversations and follow-up questions to develop a working relationship.

Participants who were employed with the company and had undergone PAs per
the established criteria for the study were selected using a purposeful sampling technique
(Glesne, 2011; Merriam, 2009; Suri, 2011). Potential participants were sent an e-mail
describing participant expectations and purpose of the study. E-mails were also sent to
potential participants to invite them to participate in the interview in-person, face-to-face
or by teleconference, depending on their availability. Based on responses to the e-mails,
potential participants who fell within the criteria specified and the variation of the
stipulated categories were selected and invited via official invitation letters, the postal
mail, or e-mail to participate in the study.

Expert Panel

A panel of three experts provided content credibility by reviewing and approving
the interview questions listed in Appendix F to align with the problem statement, purpose
statement, and research questions guiding the study. I contacted the panelists via email to
review the appropriateness of the interview questions in accordance with the purpose
statement, problem statement, and the research question (see Appendix E). Once the

expert panel members had indicated their interest to be part of the
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review panel, I sent them a copy of the problem and purpose statements as well as the
interview and research questions (see Appendix E).

The expert panel reviewed the interview questions within the purview of the
problem statement, purpose statement, alongside the central research question and related
sub-question for this study. The panel of experts consisted of industry experts who were
subject matter experts with high professional expertise, knowledge, and experience in
research, management, and international cooperation in healthcare. The experts had
published research articles regarding management policy, program implementation,
human resources, change management as well as industry leaders and consultants in the
field of healthcare and performance management.

The expert panel consisted of two men and one woman. Expert Panel Member
One was a consultant, practitioner, speaker, trainer, and author dedicated to helping
organizations achieve and maintain sustainable competitive advantages with structured
programs, such as those in performance management. Expert Panel Member Two was an
author, management leadership expert, human resource management practitioner and
consultant, and speaker, who had spent the majority of their career in employee
management policy reviews. This expert panel member rose through the ranks to become
a leading expert and had published several books to her credit on human resource
management programs including performance management and implementation. Expert
Panel Member Three was a healthcare practitioner and expert, researcher, program
implementation, monitoring, and evaluation expert with considerable experience in

continuous employee performance evaluation and management improvement policy
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implementation, capacity building, and sustainability of programs. This panel expert had
implemented performance management programs in numerous industries, including
healthcare, publications/media, government, nonprofits, telecommunications,

and airlines. This expert panel member had taught undergraduate and graduate level
courses in Management, Marketing, Healthcare Policy, Program/Project Management,
Monitoring, and Evaluation, and published several articles and books in the area of
healthcare management excellence and performance evaluation practices.

I designed the questions for the interview process. The expert panel reviewed the
participant interview questions to align with the research questions, purpose statement,
and problem statement. The expert panelists made no changes to the
research question, problem or purpose statements approved by the IRB, but
recommended several revisions to the original interview questions to align with the
research questions. I incorporated the suggestions from the expert panel into the nine
revised interview questions (see Appendix E). A copy of the revised interview questions
(see Appendix E) was sent to the expert panel members for final review. The expert panel
did not offer any additional changes to the questions (see Appendix E) and gave their
assent to the final interview questions.

Protection of Participant Rights

I ensured that participants were informed of their privacy and the precautions that
were taken to protect the confidentiality of data to enable them to decide on the adequacy
of the protection and acceptability during the informed consent process (Bloomberg &

Volpe, 2012; Merriam, 2009; Seidman, 2013). Permission was sought from the Chief
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Executive Officer (CEO) of the healthcare organization through the human resource
department before conducting any form of data collection regarding the research,
following the receipt of approval from Walden’s IRB (Bloomberg & Volpe, 2012).
Participants who agreed to participate in the study were issued brown envelopes
containing consent forms to assure participant confidentiality before the data collection
process.

A hard copy of the consent forms bearing the signature of each participant was
retained and secured in a file cabinet and locked with a key for 5 years. All other
documents were scanned and secured on an electronic file on my personal computer.
Participants were assured that there would be no foreseen risks associated with
participation in the study and that there will be no pressure or coercion to participate in
the interview or response to questions. Participants were made aware that they could have
withdrawn at any time for any reason and their data would not be utilized.
Teleconferences were arranged for participants who were available for the face-to-face
interview at times convenient to them to allow greater participation.

Participants were provided a description of the data collection procedures. Issues
related to confidentiality, the interview procedures, and protocols to protect the rights of
participants in addressing ethical issues were explained to participants (Simons, 2012).
Participants were assured of the confidentiality of data that would be gathered and would
be informed that data gathered would be encrypted and secured to avoid any risks to
them. Numbers were assigned to participants or pseudo names used instead of their real

names (Janesick, 2011; Seidman, 2013). Participants were encouraged to answer



93

questions honestly and truthfully, and to the best of their ability, based on prior
experience, perceptions, knowledge, personal or professional beliefs.

Participants were informed that they may withdraw from participation in the study
at any time for any reason during the process of data collection as part of the ethical
considerations (Simons, 2012). E-mails and all forms of correspondence were password-
protected to ensure that nobody can gain access to information that needs to be protected
from users accessible via computers and encrypted to prevent unauthorized use or access.
Securing the information will guarantee confidentiality and anonymity to protect all the
participants or respondents of the study.

Instrumentation

Interviews constituted the main form of instrumentation using the researcher as
the main instrument (Stake, 2010). Multiple methods of data gathering procedures were
considered for this exploratory qualitative multiple case study (McLeod, 2010). The
instruments for the design involved the use of primary sources of gathering qualitative
data through interviews and observations as part of the strategies for the study (Merriam,
2009; Yin, 2009, 2014), instead of relying on a single source of information (Kvale &
Brinkmann, 2009). An interview guide was developed with interview questions designed
in relation to employee perceptions of performance appraisals on job satisfaction based
on the reviewed literature to reflect the central research questions to acquire data for the
study (Bloomberg & Volpe, 2012).

The use of several techniques permitted data triangulation to ensure reliability and

validity of the study (Yin, 2009, 2014). In this study, structured and semistructured
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interview questions were employed to extract pertinent information from interviewees of
various departments of the healthcare organization. This approach helped improve
decision making associated with the perceptions of fairness of employee performance
appraisals on job satisfaction. This qualitative study may be used to obtain a better
understanding of the complexity of the phenomenon on the perceptions of employees of
performance appraisals on job satisfaction to help inform policy, decision making, and
enhance professional practice (Stake, 2010).

A qualitative researcher must carefully utilize relevant questions to interview
participants after practice, planning, preparation, listening and serious note-taking
(Sullivan & Terjesen, 2011). Sullivan and Terjesen (2011) claimed this qualitative
approach provides an in-depth contextualized understanding of the phenomenon. The in-
depth structured and semistructured interviews would have a time span of 30 or 60-
minutes and may provide comprehensive insight and information on the phenomenon of
performance appraisals (Sullivan & Terjesen, 2011).

The interview session was recorded using a tape recorder and written notes
(Stake, 2010; Sullivan, & Terjesen, 2011). A well-planned interview session was
implemented to obtain detailed and credible information. The interview process was
utilized to obtain new themes and patterns relevant to the study. The interview was
transcribed, and data coded into themes and patterns using the NVivo software for
qualitative research to develop codes that would utilize key words and concepts from all

interviewees. The analysis of data provided additional understanding of keywords and
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emergent themes (Sullivan & Terjesen, 2011). The same data collection instruments were
administered to all participants (Janesick, 2011).
Data Collection

Data collection entailed a series of interrelated activities with the main goal of
gathering substantial data and information to answer emerging research questions (Kvale
& Brinkmann, 2009; Rubin & Rubin, 2012). The data collection procedure was explained
to participants including exit strategies if required and included in the consent form. All
information gathered from participants during the interview including recordings and
notes were protected and secured throughout the study. I served as the main instrument
during data collection. The research design focused on the process and the interview
methods that were utilized to process feedback from the research respondents. The focus
was intended to explore the fairness perceptions of performance evaluation outcomes on
job satisfaction. The information and data that were obtained from the study might
provide insights into the perceptions held by employees about performance appraisals to
help contribute new knowledge on the phenomenon on performance appraisals.

Janesick (2011) described the interview process as the most rewarding aspect of
qualitative research. An interview protocol or guide would be used in obtaining
information on employee perceptions of performance appraisals about job satisfaction to
determine the effectiveness of the performance appraisal process applied in the
organization. (Appendix E). All potential interview questions derived from the central
research question which constitutes part of the main framework of the study and were

open-ended, all-embracing, and explicit enough to stimulate in-depth conversation and
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honest responses (Kvale & Brinkmann, 2009; Rubin & Rubin, 2012). Interviews and

teleconferences were one-on-one and face-to-face, and follow-up meetings took place as
necessary (Glesne, 2011). Interviews took place after (a) receiving approval from IRB;
(b) explaining the purpose of the study to participants including how the results will be
collected, collated, and utilized; and (c) distribution and receipt of signed confidentiality
and consent forms from all participants.

The interviewees were arbitrarily assigned pseudonyms or numbers to protect
their identities and the interview questions were developed prior to undertaking the data
collection to ensure the credibility of the study (Merriam, 2009) after which the
interviews were scheduled, conducted, and transcribed. Interviews and field notes
complied with protocols (Bloomberg & Volpe, 2012). A face-to-face, one-on-one
interview was conducted at predetermined intervals at a location that was agreed upon
within the organization using an interview script. (Appendix F). All selected participants
were scheduled and interviewed. The participants were contacted to discuss the nature of
the interview and invited to sign a form to confirm the scheduled date, time, and venue
for an interview. The interview protocol, including the format and procedures, was
disclosed to participants prior to conducting the interview (Kvale, 2006). Questions that
would require additional probing were utilized to obtain insights into employee
perceptions to adequately address the central research question guiding the research.

All raw data, reports, research files, consent forms, and interview transcripts are
safely secured and locked in a filing cabinet for 5 years to safeguard and assure

confidentiality, anonymity, and the protection of participants’ rights during the study. All
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electronic files, including consent forms, research data, and interview transcripts are
saved on CD-ROM disks for protection and locked in a file cabinet for 5 years.
Recognizing the need to balance quality detailed interviews with a cross-section of
participants of the organization (Glesne, 2011), a purposeful sample consisting of 15 to
18 participants was used for the study. Data were gathered and analyzed several times to
identify any overlapping themes, patterns or concepts that would recur to ensure that each
interview question is treated adequately and effectively (Bloomberg & Volpe, 2012).
Data Analysis

Data analysis involved a systematic search for trends, patterns, and themes.
Protocols and procedures determined the organization of the data that were collected for
effective analysis. Data obtained from interviews were arranged or organized into
categories and interpreted, synthesized, and coded for emerging themes, patterns, and
concepts (Bogdan & Biklen, 2003; Miles et al., 2014). The data were uploaded into
NVivo qualitative data analysis software and analyzed using coding and memoing within
the case, and multiple case analysis from the questionnaires and interviews from the case
history of the participants of the study (Yin, 2009, 2014). Coding was applied to organize
and analyze the gathered data.

A thematic coding system was used to uncover the emerging trends, themes,
patterns, and concepts based on the inductive analysis of data for the study. There was a
two-step process involving the creation of initial codes and for creating focused codes for
the data analysis process. Emerging common themes, trends, patterns, and concepts were

categorized through focused coding using NVivo (Miles et al., 2014). The emerging
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themes, patterns, and concepts were coded in color depending on several factors such as
evidence of actuality, total occurrences in all the data sources, and the relationship with
the central research questions guiding the research and in alignment with the interview
questions (Seidman, 2013).

Field and journal notes were taken during the interviews and succinctly
summarized to provide supplementary data for coding based on the themes, patterns, or
concepts during the process of data analysis (Janesick, 2011). Responses to the interview
questions were tallied to evaluate their merits and demerits consistent with the recurring
themes, patterns, or concepts of all the interview questions. The codes were reduced to
themes and represented in the form of narratives and spreadsheets or tables (Miles et al.,
2014). The electronic copies of each respondent’s interview transcripts were developed
into spreadsheets including the corresponding responses of the participants of the study.
The spreadsheet was utilized to compare participant responses during data analysis and
subsequently coded to unearth any emerging themes, patterns, or concepts to be used for
analyzing the data (Janesick, 2011).

Evidence of Quality

Evidence of quality was ensured throughout this exploratory qualitative multiple
case study. The multiple perceptions that were received from the respondents of the study
based on the 15 to 18 participant responses provided avenues for follow-up interviews to
refine all the responses and reviews to serve as a strategy for member checking to ensure
the quality and accuracy of data (Bloomberg & Volpe, 2012; Maxwell, 2013; Stake,

2010). After analyzing and organizing all the data, I followed up with participant
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validation for the veracity of the transcript to confirm the accuracy of data and
information captured (Janesick, 2011; Seidman, 2013).

All the data that were collected will contribute to addressing the central research
question on the topic on the perceptions of employee fairness of performance appraisals
on job satisfaction which necessitated the invitation of participants to share and discuss
their perceptions on the topic and also provide suggestions and recommendations for
refinement of the study’s outcome to ensure trustworthiness and fidelity consistent with
the established IRB rules and regulations of Walden University.

Issues of Trustworthiness

Qualitative research must be trustworthy based on considerations such as
credibility, dependability, transferability, and objectivity to achieve the purpose for which
the study is undertaken (Bloomberg & Volpe, 2012; Merriam, 2009; Stake, 2010).
Merriam (2009), contended that it is critical for qualitative research to be trustworthy and
researchers must develop findings that reflect the values of trustworthiness and the study
must be rigorous so that the results are accurately represented. The following sections
describe the constructs and techniques that are intended to be used to improve the
trustworthiness of this exploratory qualitative study.

I needed the opportunity to explain and clarify any biases that may be required for
dependability and reliability to ensure trustworthiness and credibility of findings of the
study to participants (Bloomberg & Volpe, 2012). There was no intention to have any
future or pending personal, professional, or contractual relationships with any participant

or employee at the time of writing this dissertation. Merriam (2009) argued that
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qualitative researchers must assume an interpretive rather than a positivist philosophical
approach in their investigations that should guide decision making (Hancock &
Algozzine, 2011). My beliefs and biases about employee perceptions were shaped and
informed by personal and professional experience.

The credibility of the research becomes paramount and were established through
prolonged engagement of participants and their responses including the triangulation of
multiple data sources (Bloomberg & Volpe, 2012; Maxwell, 2013; Stake, 2010).
Triangulation is used to increase care in data collection and interpretation (Stake, 2010).
There were follow-up interviews with participants to cross-check and verify the
credibility and accuracy of data (Bloomberg & Volpe, 2012; Maxwell, 2013; Stake,
2010). Member checking is described as the most critical technique utilized to establish
the credibility of a study (Lincoln et al., 2011). Triangulation methods of the sources of
information and data would be employed through the utilization of multiple data sources
to achieve validity (Bloomberg & Volpe, 2012; Maxwell, 2013; Stake, 2010).

I ensured that there were data integrity controls throughout the data gathering
process to avoid any biases and to preserve the accuracy of information. The data were
coded and analyzed using NVivo software. The qualitative multiple case study was
utilized to obtain in-depth information using open-ended interview questions (Yin, 2014).
Credibility

Credibility is described as the alignment of the research findings with reality
(Bloomberg & Volpe, 2012; Merriam, 2009; Maxwell, 2013; Simons, 2012). Merriam

(2009) suggested that researchers adopt and apply triangulation, member checking, peer
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reviews, and audit trail techniques to improve the credibility of a research. Triangulation
was displayed through the collection of data based on different sources and methods as a
check on one another to see if the different methods with different strengths and
limitations will support the conclusion. The sources that were used included interviews of
direct care staff, administrative team, notes, journals, document review, and the center
records (Bloomberg & Volpe, 2012; Maxwell, 2013; Seidman, 2013; Simons, 2012;
Stake, 2010). Triangulation is a strategy utilized to compare and cross-check data through
observations carried out at various intervals, times, and places.

Alternatively, triangulation could involve interview data collected from separate
individuals or diverse groups and settings holding different perspectives, using a variety
of methods (Bloomberg & Volpe, 2012; Simons, 2012; Stake, 2010). The strategy was
used to reduce the risk of chance associations and systematic biases to allow a better
assessment of the generality of explanations that would be developed and to increase the
confidence in the evidence that would be gathered (Maxwell, 2013; Stake, 2010).
Transferability

Merriam (2009) described transferability as the degree to which a study’s findings
can be made applicable to other situations. To enhance transferability of qualitative
research, Meriam suggested that techniques that provide rich and detailed descriptions
typical of the sample be utilized. This in-depth descriptive strategy refers to the rich and
detail representation of the setting, participants, data collection, and analysis procedures,
and the findings of the study that will be conducted (Bloomberg & Volpe, 2012).

Although generalizability may not be the intended goal of this research, the issue of
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transferability was addressed in ways that will enable the readership to determine whether
and to what degree the phenomenon on the perceptions of performance appraisals on job
satisfaction in this specific context can be transferred to another context (Bloomberg &
Volpe, 2012).

The richness of the descriptions and the amount of detailed information provided
an element of shared experience in communicating to the readership a realistic or holistic
picture that will lead to the likely applicability of the findings to other situations under
similar conditions as depth, richness, and detailed description provides the basis for the
claim of a qualitative account’s relevance in some broader context for transferability
(Bloomberg & Volpe, 2012; Simons, 2012).

Dependability

Dependability is described as the degree to which research findings are made
replicable or replicated (Merriam, 2009). Dependability is used to refer to whether the
processes and procedures used to collect and interpret data can be tracked. I provided
detailed and thorough explanations of how the data were to be collected and analyzed to
constitute the audit trail. This included the coding of several interviews to establish inter-
rater reliability as the process of checking on the consistency between raters will likely
reduce the potential bias of a single researcher collecting and analyzing data (Bloomberg
& Volpe, 2012). Bloomberg and Volpe (2012) suggested that triangulation, peer review,
and keeping an audit trail are critical in achieving dependability of a study.

The audit trails would enable the maintenance of research journal containing a

detailed description of the issues, ideas, and challenges that will be encountered in the
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field during the data collection and analysis process, and the decisions that would be
made. In addition to triangulation, the audit trail strategy would remain critical in
addressing the issue of trustworthiness of the research using a journal in which all works
will be tracked and recorded during the data collection process and how the decisions will
be made throughout the research process on the perceptions of employees of performance
appraisals on job satisfaction (Bloomberg & Volpe, 2012).
Confirmability

Confirmability in qualitative research simply refers to the objectivity of the study.
Merriam (2009) recommended the use of reflexivity to enhance objectivity where
reflexivity refers to the process of reflecting critically on the self as the researcher.
During reflexivity, any assumptions, biases, and proclivities that would be held about the
research and interpretation of findings would be explained. Reflexivity was utilized by
examining any assumptions and biases while following stringent data collection and
analysis protocols and procedures to minimize biases on the perceptions of employees of
performance appraisals on job satisfaction as participants were listened to carefully
during the data collection process (Bloomberg & Volpe, 2012).

Ethical Procedures and Informed Consent

The ethical procedures for the conduct of this multiple case study specifically
included a nondisclosure agreement and an explanation of the purpose of the study and
informed consent for each person to be interviewed and observed. The interviews were
conducted on the principle of confidentiality. The use of data was negotiated with

participants on specific criteria to ensure accuracy, fairness, and relevance. Participants of
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the study were required to sign informed consent forms prior to the issue and completion
of the instrument and data gathering (Bloomberg & Volpe, 2012; Simons, 2012).

The consent form spelled out information regarding the background of the study,
voluntary nature of the study, benefits, and risks associated with the study, and
confidentiality (Bloomberg & Volpe, 2012; Simons, 2012). The consent form included an
explanation of how the participants may be reached to seek clarification on responses and
the signing of a statement of consent by both researcher and participants of the study.
(Appendix D). Permission was obtained from the IRB, participants of the study, and the
healthcare organization after review prior to the issue of the consent forms (Bloomberg &
Volpe, 2012).

Data obtained from the interviews were transcribed immediately following the
conclusion of each interview using a systematic coding process and NVivo software to
identify emerging themes and patterns (Janesick, 2011, 2011; Miles, et al., 2014). The
process also included reading over field notes several times, coding of keywords or key
terms, themes, patterns, and interpretation of participant behaviors. All data gathered
were secured electronically and locked in a filing cabinet after the transcriptions
(Janesick, 2011). The NVivo software was used to arrange and organize data for (Miles,
et al., 2014).

I had no prior or existing personal or professional relationships with any of the
employees or supervisors/managers whose views may influence the study’s outcome. I
relied on established relationships and mutual respect for participants of the study while

conducting the study with truth and fidelity and would use experience not as a
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commitment only to individual values but a commitment that individual values would be
considered during the study (Stake, 2010). A transparent atmosphere was created, and it
was ensured that participation in the study is voluntary (Simons, 2012). My previous
experience as an appraisee and appraiser of employee performance could raise concerns
and create uneasiness in participants, so I assured participants that issues of
confidentiality, integrity, accuracy, reliability, and validity related to data collection will
be strictly adhered to for the ease of potential concerns (Bloomberg & Volpe, 2012;
Seidman, 2013; Simons, 2012).
Summary

This chapter provided an overview and a description of the research methodology
and design inquiry on the perceptions of fairness of employees of performance appraisals
on job satisfaction. A multiple case study design inquiry was chosen for this qualitative
research study. Yin (2014) maintained that case study research is appropriate to explore
and understand real-world situations by collecting and analyzing multiple sources of
evidence to provide a rich description of the phenomenon being investigated. This
chapter included a description of the role of the researcher, the study population,
procedures of recruitment and participant selection, sample, size, and instrumentation.
Other topics included data collection, data analysis plan, evidence of quality, ethical
considerations, and issues of trustworthiness.

This chapter presented the justification for the qualitative approach as the most
suitable research methodology and the multiple case study as the most appropriate design

inquiry to obtain data and information on the perceptions of fairness of employees of
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performance appraisals on job satisfaction. Data from the study may provide insights and
understanding on the perceptions of fairness of employee performance appraisals on job
satisfaction based on the 15 to 18 participant responses until saturation. Each participant
will contribute to the data gathering process by participating in the interviews to assess
sustainability and implementation of performance appraisals and its fairness perceptions

about job satisfaction.
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Chapter 4: Results
Introduction

Presented in this chapter are the data collected, analysis of results, and findings of
the study based on the research questions, conceptual framework, the primary themes and
sub-themes from the literature reviewed and results from the analysis of the data. The
chapter is organized in the following sections: research setting, population, sample,
sample size, instrumentation, sampling strategy, participant demographics, data collection
and analysis, study results, and summary. This research was conducted within two main
constructs of Adams’s equity theory (Rowland, 2013; Tseng & Kuo, 2014),
organizational justice theory (Hamlett, 2014; Govender et al., 2015), perception theory
(Norman & Kabwe, 2015; Igbal et al., 2015) and the two-factor theory of motivation
(Herzberg, 1959; Ozguner & Ozguner, 2014). These theories are specific to employee
perceptions and behaviors.

Gaining insight into the perceptions of employees based on their lived
experiences of PAs and job satisfaction remained central to the study and contributed to
posing the following central research question: What are the employee perceptions of
fairness of performance appraisals on job satisfaction in healthcare organizations? The
following related subquestion was used to support the overarching research question:
What are the reasons that lead to unfair perceptions of performance appraisals? The data
collection and analysis were derived from 20 participants of a healthcare organization
situated in the western part of the state of Maryland located in the Baltimore-Washington

Metropolitan area who met the established criteria of having worked with the
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organization for at least 1 year and experienced performance appraisals within the
organization.

Each of the participants shared information through face-to-face, one-on-one
interviews on their perceptions and experiences regarding PAs on job satisfaction in the
organization within which they were employed. Results include insights obtained from
direct quotes of the participant interviews, member checking and triangulation. Exploring
participants’ perceptions of fairness of PAs as their lived experiences yielded diverse and
multiple outcomes and findings related to the overarching research question and
subquestion posed with underlying similarities to research circumstances and premises
consistent with qualitative studies as presented in the review of literature and the
conceptual framework of the study.

Research Setting

The interviews were conducted at various times that were convenient to each
participant at an agreed upon secured location with permission granted by the
organization (Appendix B) to use an old one-story office building owned but previously
used by the organization before relocating to the new facility. This building was located
several blocks away from the new facility and not being used presently. This location was
safe, well-secured, and the floor was vacant. Participants were not visible to other people
or public. Efforts were made to ensure reasonable accommodation for every participant
regarding scheduling and choice of venue. The strength of a qualitative design is that the

research must occur in the participants' natural setting, where the natural setting is



109

described as an organization's facility, private office or the home of the individual
(Klassen, Creswell, Plano Clark, Smith, & Meissner, 2012).

Conditions that may have impacted the interviews included one participant whose
scheduling followed two continuous shifts of 16 hours and another scheduling of the
interview during her lunch break. In the instance when the interview was held following
two continuous shifts of 16 hours, the participant could have been exhausted, filled with
anxiety to complete the interview and go home to rest or attend to some chores as that
was particularly suggested before the start of the interview. In a second situation where
the participant had to go to a second job following the interview it was possible this
participant might have just wanted to go to get to work on time. In all the situations, the
interview process and outcomes were similar in nature and duration, as all participants
were engaged earnestly to avoid sleepiness and monotony. In all the scenarios,
participants seemed relaxed during the entire duration of each session of the interview
and responded freely and openly.

Population and Sample

This study focused on the perceptions of fairness of PAs of employees on job
satisfaction. The population was a healthcare organization with diverse employee levels
and qualifications which included administrative/management personnel and nurses of
the organization in the western part of Maryland located in the Baltimore-Washington
Metropolitan area. Evidence for a case study may arise from several sources such as
interviews, documents, archival records, direct observation, participant-observation, and

physical artifacts (Yin, 2014). The primary data source for this study included the
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interview of participants that represented the two main employee groups:
Administrative/Management staff and nurses and the direct participant-observations
during the interviews. The other data sources were documentation describing the PA
process and procedure of the selected organization based on the literature reviewed and
the journal notes. Data collection was restricted to open-ended questions in structured and
semistructured face-to-face interviews as designed originally.

The participants fully met the established criteria of having been employed with
the organization for at least one year and experienced performance appraisals with the
select case organization. Each participant was interviewed based on the interview
protocol and guide approved by the IRB. The questions for all participants provided the
basis for the data collection and analysis of the sample population and allowed the study
design to purposefully have the same selection design for each employee and the same
questions on the interview protocol and guide. Participants responded based on their
experience with performance appraisals and were recruited from the selected organization
as approved by the IRB.

Sample Size

The sample frame was a purposive sample of active participants who met the
established criteria of having worked for at least 1 year and experienced performance
appraisals. For this study, participants were purposefully selected to gain in-depth insight
and perspectives to identify the variation in perspectives among the employee. A total of

20 employees were recruited and interviewed to saturation per established criteria.



111

Instrumentation, Interview Protocol and Guide

The interview protocol facilitated the data collection from participants who agreed
to participate in the study. The interview guide used was designed to simplify questions,
arranged logically, and produced natural responses. The guide for the study constituted
questions related to the following themes (a) perceptions, (b) fairness, (c) job satisfaction,
(d) performance appraisal, and (e) any questions or comments that participants had to
share relating to the study.

Sampling Strategy and Participant Demographics

Following acceptance and approval of cooperation through the letter of
cooperation for the research partner (Appendix A) and subsequent IRB approval, fliers
were posted on the notice boards of the organization and together with e-mails sent to
potential participants of the selected case organization inviting them to participate in the
research, followed by phone calls. Participants for the interview were selected through
responses to e-mail solicitation and phone calls to employees of the select case
organization. In the e-mails were flier attachments with copies posted on the notice
boards to garner recruitment and participation based on the purposeful sampling
procedure of the population of the case organization's employee database or staff list/roll.
The initial call for participants for recruitment yielded 12 responses over a period of 6
weeks.

Several follow-up requests yielded eight additional responses for selection and
recruitment by the established criteria of having worked for at least 1 year and

experienced performance appraisals. Out of this later recruitment, two people withdrew
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their participation with the explanation that other engagements would not allow them.
Only two people did not meet the established criteria for inclusion although several
people expressed interest in participating in the study to share their views as the topic to
them sounded captivating and interesting so long as the research was related to their job
satisfaction; but, the nature of their shift and time of commute would not permit them.
Following the withdrawals, two additional recruitments were made to augment the
number to reach saturation.

The established inclusive criteria for participation in the study stipulated that
participants would have been in the employ of the organization for at least, a period of
one year and would have experienced performance appraisals at the selected case
organization. Twenty individuals participated in the study comprising two administrative
personnel and 18 nurses out of a total staff strength of 48 employees from the
organization. The nurses who participated in the study were Certified Nursing Assistants
(CNAs), Geriatric Nursing Assistants (GNAs), Licensed Practical Nurses (LPNs), and
Registered Nurses (RNs).

No more details specific to individual demographic information were collected as
it was deliberate to keep demographic details to a minimum to ensure participation and
assure anonymity. Following the initial introduction was a brief discussion of the limited
demographics. Each participant was given the option to opt out of sharing the
demographic information or shared demographic information about (a) age group/range,
(b) sexual orientation (male or female), (c) designation/nursing qualification, (d)

qualification/highest level of education, and (e) years of work experience (Table 1).
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Demographic information was obtained from the participants before recording the
interview. I ensured that the participants were relaxed and comfortable and addressed any
questions or concerns before their participation in the interview, following all initial
discussions about collecting demographic data.

Table 1

Participant Demographics

Participant ~ Age Sex Highest Highest Ed. Years of
Group (Male/ Nursing Qualification Work
Or Female)  Qualification Experience
Range

1 45-50 Female RN/MSN College 18

2 50-55 Male RN College 25

3 55-60 Male CNA H/S 22

4 55-60 Female LPN H/S 28

5 20-25 Female CNA H/S 3

6 40-45 Female LPN College 12

7 25-30 Female CNA H/S 5

8 35-40 Female CNA H/S 12

9 30-35 Female LPN H/S 10

10 40-45 Female LPN College 12

11 25-30 Female GNA H/S 8

12 50-55 Female LPN College 22

13 55-60 Female RN College 28

14 45-50 Female LPN H/S 15

15 40-45 Female LPN H/S 15

16 40-45 Male GNA H/S 12

17 15-20 Female GNA H/S 2

18 45-50 Female LPN College 20

19 40-45 Female LPN College 20

20 60+ Female GNA H/S 18
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I recorded the sessions using an Olympus digital voice recorder WS-853 and a
buck up Sonny ICD-B600 digital voice recorder with the permission of participants and
took researcher notes for the reflexive journal as part of the data collection process for
cross-checking or member checking and subsequent verification after the interviews
(Berger, 2015). Each interview session lasted between 28 and 40 minutes. The audio
recording of each session was transcribed verbatim and transferred onto a Word
document immediately following each interview session. The data transcripts were
reviewed several times for any major omissions and errors and forwarded to each
participant for cross-checking and verification to ensure the accuracy of responses and
facts.

I used transcript verification to ensure that data were transcribed correctly to
provide a true reflection of the interview responses and proceedings. Following the
completion of the reviews to confirm accuracy, I input data into the NVivo 12 Pro
Qualitative Analysis software (QSR). The interview and recording of each session were
concluded with appreciation to participants and the sharing of contact information to
allow for follow-up questions and the clarification of responses or decisions of
withdrawal from the study for any reason after their departure.

Participants were assured of their privacy and confidentiality with the
understanding that data collected would be retained for 5 years following the interview
with the encryption of electronic files including all other information securely locked up
in a private location by the IRB requirements. All folders such as recordings, excel

spreadsheets, NVivo Qualitative Software analysis, and all paper materials and encrypted
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drive of files from the study were all locked up and secured in a private location. The data
collection from the face-to-face interviews took approximately 6 weeks to complete to
reach volume and saturation.
Data Collection

The interview, as part of the data gathering process, was undertaken in the
following order including activities preceding the interview, opening conversation, actual
interview phase, ending the interview, and data saturation. In conducting the interview, I
verified and confirmed the job title and length of service of potential participants with
both employees and the organization to ensure that the participants met the established
study criteria. Once the criteria of length of service of at least 1-year experience had been
met, and the job title confirmed, I proceeded with the interview by asking the interview
questions.

The data collection was conducted in accordance with the requirements of the
IRB as approved. Recruitment of participants was based on the targeted approach with
the use of e-mail contacts and the distribution and posting of fliers followed by phone
calls based on the staff list. Participant selection for the study was made voluntary based
on the established criteria, with self-reported verification. The 20 participants who
volunteered to participate in the study met the set criteria of having worked with the
identified healthcare organization for at least 1 year and experienced performance
evaluation or appraisal. As participants were enrolled, everyone was assigned a unique
code for identification (ex. PT1, PT2, PT3). This identifier was cross-referenced on a

master list that was maintained by only me.
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Following each person's consent to participate in the study, I met with each
participant after accepting to participate to schedule a meeting time and venue as
convenient to them. After a brief introduction during the scheduled face-to-face meeting
to start the interview, I reviewed the consent form with the participant, provided
clarification to any questions and obtained their informed consent for participation in the
research by signing the consent forms provided. Each participant was given a copy of the
consent form to keep for their records. The interview then began with each participant at
a time, once informed consent was obtained from each participant.

Two digital audio recorders comprising an Olympus digital voice recorder WS-
853 and a buck up Sonny ICD-B600 digital voice recorder were set up to assure the
possibility of any mechanical or electronic errors or failure during the interview to serve
as a backup. A sign with the inscription “Interview in Progress” was placed outside the
door of the conference room door to ensure no disturbance or intrusion to ensure privacy
and confidentiality. After all arrangements were concluded, I met with potential
participants at the agreed time and designated location or venue. On meeting the
participant, I reviewed the purpose of the study with them and reiterated that participants
might stop or withdraw from the study at any time without any consequence. Participants
were asked if they were ready to commence the interview after a reminder that the
interview was being recorded. I asked permission from participants to begin recording the
interview and indicated that the recording had begun in each case. I restated the

participant's identifier and purpose of the interview for the record.
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The interview questions were posed in order of the interview protocol and guide
with allowance made for participants to share any additional information pertinent to the
study. The interview protocol was relied upon extensively and utilized to redirect the
focus of the interview to keep the process on track. At the end of the interview, I asked
participants if anyone had any questions, information, concerns or comments related to
the study that they were likely to share. I thanked participants for their time and sought
their permission to end the recording if there was no question or concerns and ended the
interview after informing participants.

The recorder and all documents were then secured immediately in a brown
envelop and bag, scanned and secured on an electronic file, with backups retained, in a
file cabinet and would be kept for a period of 5 years to ensure the protection of
participant privacy. I used reflective journal notes in documenting views, opinions,
perceptions, and feelings of participants relating to the study to monitor the data
collection process to maintain interest in the study. The interviews were conducted and
concluded without incident.

I shared contact information with participants immediately following each
interview session so that they could be contacted to answer any follow-up questions that
required further clarification or concerns that they might have about the study. Audio
recordings of the interview proceedings and all other data and information including
reflexive journals, and interview notes were recorded using the unique identifiers of the
participants only to avoid bias or prejudice. Privacy concerns regarding coding and

secure data management were assured. Participants were informed and assured that the
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researcher would be the only individual or transcriber to handle all information and
recorded data files about the research and would be identified only by the assigned
unique code or identifier.
Data Saturation

Data saturation is a terminology in qualitative research used widely to describe
the point at which no new information, coding, or themes emerge from further qualitative
data with the ability to replicate the study and the sample size is considered at the point at
which data saturation occurs (Kerr, Nixon, & Wild, 2010; Fusch & Ness, 2015).
Qualitative research is enhanced when internal validity is supported by saturation (Fusch
& Ness, 2015). Per Kerr et al., 2010, it is at this point that enough data would have been
gathered to facilitate a complete and credible analysis of data. Data saturation was
achieved with 20 participants.

Transcription

Interviews were transcribed to capture verbal data that had been recorded.
Analysis required several playbacks and careful listening of the two digital audio
recorders and translated verbatim (Widodo, 2014). The recorded responses or transcripts
were saved with participants' special codes or identifiers to identify each file. Each file
was then transcribed into a Microsoft Word document with the responses tagged with
participant codes and questions labeled appropriately. The transcriptions were reviewed
several times using the audio file to ensure accuracy and to obtain in-depth insight and

information in preparedness for data analysis.
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Coding of Data

The transcribed data were coded along with the reflective journals notes taken
immediately following data collection. Both reflexive journal notes and transcriptions
were transferred into NVivo 12 Pro, a qualitative software program that allows
qualitative researchers identify and assess information that produces in-depth narrative
coded data that translates into themes, patterns and trends to provide insight and
understanding of the data captured to help in the analysis and findings of the study.

The transcripts were verified by comparing the digital voice recordings with the
transcribed interviews and subsequently transferred to a draft spreadsheet, together with
the interview questions and participant responses and condensed into a word document
for accuracy. The data were verified several times with the digital audio recordings to
ensure accuracy of transcripts and the information stored in text files. The text files were
uploaded into NVivo 12 Pro for analysis with identification of relevant and significant
data, based on participant responses to the interview questions. Notes were taken of
recurring answers that were made by two or more study participants and all pertinent
information gathered from raw data was uncovered using the NVivo 12 Pro code
manager.

I used both deductive and inductive coding methods that aligned with the
constructs and conceptual framework from which the research questions emerged to
provide the main category of primary themes and subthemes. I applied, followed, and
reviewed the coding process multiple times to identify additional themes that emerged

from responses and labels of the interview codes to obtain similar categories in content
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and context. The codes were then linked following the several levels of coding to uncover
the identical nodes and classifications to permit extensive or substantial coding of data
for analysis. This coding effort resulted in uncovering the predetermined nodes and
emergent nodes leading to the major nodes as primary themes and subthemes (Figure 3).
Further detailed evaluation and extensive coding permitted the coordination and
combination of the primary themes and subthemes into both parent nodes and child nodes
and subsequently finalized into the five main nodes based on the research questions
within NVivo 12 Pro. These nodes correspond to the constructs of the parent and child
nodes (Figure 3).
Data Analysis

The analysis of data was conducted following the identification of vital themes,
patterns, concepts, and repetitions for recurring perspectives from the divergent
respondents of the study. The data gathered were then analyzed based on a suggested
approach designed for a qualitative case study by Magolda (2007) as follows:

. Grouping participant experiences within the framework of the phenomena

under study.
J Listening to recordings, taking notes, and constructing a structure for the

coding after a follow-up with participants to confirm verification of

transcripts.
o Examining, and validating interview transcripts.
J Describing the importance of the phenomena.

. Identifying key statements in the transcripts.



121

. Categorizing the critical statements into various units.

o Obtaining a grouping of themes and conducting the analysis.

The analysis consisted of groupings of like terms indicated by the responses,
categories, and labels based on participant's viewpoints. The data analysis included
developing a coding scheme as the goal of data analysis is to determine repeatable
regularities to depict patterns, themes, and concepts. The interview responses of
participants were examined to determine the themes and patterns which were
subsequently grouped and counted to find out the percentage of occurrence or times a
response was obtained. The information gathered was then compared with previous

studies to affirm the repetition of patterns uncovered or to determine new patterns.
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Research Question(s) and
Constructs/Theoretical Framework

Node 1 Node 2
Primary Theme Primary Theme
Perceptions on Fairness Perceptions on Job Satisfaction
Sub-Themes Sub-Themes
Node 3 Node 4
Primary Theme Primary Theme
Perceptions on Performance Reasons for Unfair
Appraisals Perceptions
Sub-Themes Sub Themes
Node 5
Primary Theme
Recommendations to Improve Performance Appraisal
Perceptions
Sub-Themes

Figure 3. lllustration of parent and child nodes as primary themes and subthemes based
on the constructs and research questions for data analysis.

A description of the procedure used for analyzing data and applied in the context
outlined in the approach for the study was based on the research questions below.
The overarching research question and related subquestion this study sought to address
are:

1. What are employee perceptions of fairness of performance appraisals on

job satisfaction in healthcare organizations?
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2. What are the reasons that lead to unfair perceptions of performance

appraisals?

To answer the research questions, a qualitative design was utilized for the study.
Twenty participants were selected, and face-to-face interviews were utilized for the data
collection. In addressing these questions, this study explored the perceptions of fairness
of employee PAs on job satisfaction. A total of 20 participants from the healthcare
organization were interviewed for this study. One participant had the RN/MSN nursing
qualification, four had GNA, two had RN, four had CNA, and nine of them had the LPN
nursing qualification (Table 1). One of the participants was aged 15 to 20 years (19
years), thirteen were aged 20 to 50 years, and six were aged 50 and above. Eight of the
participants had completed college while twelve only completed high school. Three of
the participants had 1 to 5 years of experience in the health sector, two had 6 to 10 years
of experience, six had 11 to 15 years of experience, four had 16 to 20 years of experience,
and five had 21 or more years of experience in the sector.

Discussions centered around participants’ perception on fairness, job satisfaction,
performance appraisals, reasons for unfair perceptions of PAs, and recommendations to
improve the fairness perceptions of PAs. Perceptions sought from participants on PAs
were about their knowledge of PAs perceptions, fairness of PAs and its effect on job
satisfaction of employees. A Word document illustrating the alignment of responses to
the interview questions by the research questions and constructs is provided in the

discussion of the results.
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Summary of Emergent Primary Themes and Related Subthemes From Interviews
Theme 1: Perceptions of Fairness
. Equality Devoid of Bias
J Transparency and Justice

Theme 2: Perceptions of Job Satisfaction

. Contentment

. Conducive Working Environment
. Reward/Incentives

o Job Security

Theme 3: Perceptions of Performance Appraisals

o Knowledge

. Perceptions on Performance Appraisals
J Fairness (Fair/Unfair)
o Fairness of Performance Appraisals Ensuring Job Satisfaction

Theme 4: Reasons for Unfair Perceptions

. Bias

. Technical Capacity of Appraisers

. Failure to Follow Laid Down Procedures
. It Happens only once Yearly

. Lack of Feedback to Appraisers
. Lack of Motivation and Reward

. Poor Communication/Relationships
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. Poor Design or Application of Performance Appraisals

Theme 5: Recommendations to Improve Appraisal Perceptions

o Employees Ownership in Goal Setting and Appraisals

J Consider Work Conditions

J Employees Should be Encouraged and Given Second Chances
o Encourage Communication and Feedbacks

o It Should be Rewarding

o Equality and Objectivity

o Provide Training/Coaching
Table 2

Frequency Table of top 10 Keywords/Terms

WORD COUNT

1 Performance 288
2 Appraisals 163
3 Perceptions 136
4 Employees 113
5 Appraisal 108
6 Fairness 106
7 Employee 104
8 Satisfaction 92

9 Work 88

10 Unfair 82

Samples of participant responses on the various issues on their perspectives on the
perceptions of performance appraisals on job satisfaction are presented below based on

the respective primary themes and subthemes.
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Theme 1: Perceptions of Fairness

Equality devoid of bias. Most participants, representing 78% of employees,
viewed fairness as a construct that was embedded in adherence to rules and regulations
that applied equally to people without any biases under a given condition. It was
emphasized that equality meant that everyone, regardless of their background and
characteristics such as gender, race, and color was treated with the same yardstick
without any discrimination. Fairness to the participants meant equal treatment of all
employees, devoid of partiality, bias, nepotism, favoritism, or discrimination of any kind.
PT 3: “Fairness to me means treating everyone equally without any bias so that if you are
evaluating people you need to be fair to everyone by using the same yardstick or
assessment method for all the employees equally.”

Transparency and justice. In the work place, transparency was considered a key
factor in ensuring that employee evaluations were fair, without bias, and conducted
without special considerations for specific people. Participants also described fairness as
justice because it reinforced workplace values.

PT 5: “Fairness to me means transparency of evaluations, equality, and
impartiality of the assessment so that the outcome is a true reflection of the work output.”

PT 13: “Fairness would be treating or reviewing an employee’s performance,
based on objective facts and not jaundiced by any personal animosities or relationship

with the employee.”
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Theme 2: Perceptions of Job Satisfaction

Contentment. Majority of participants, representing 86% of employees
interviewed viewed job satisfaction as a situation where employees were contented and
happy with their jobs. Job satisfaction was considered as a feeling of accomplishment
where employees carried out their responsibilities without reservations, knowing that
their contributions were valued, and expectations from the job were fulfilled.

PT 12: “Job satisfaction is the contentment one experiences with their job. It is
not only about the benefits or remuneration but the fulfilled feeling one has with the
ability to looking forward to waking up and going to work.”

A key component of job satisfaction expressed was employee contentedness.
Embedded in satisfaction were good relationships with coworkers and the superiors, good
remunerations, financial stability of the organization, opportunity for growth, company
values, favorable work schedules, and job security.

PT 16: “Job satisfaction may mean the feeling of contentment or pleasure that a
worker may experience on the job especially, when your goals are achieved, and you are
commended by your employer or management.”

Conducive working environment. Some participants, representing 68% of the
employees believed job satisfaction was linked with having a favorable working
environment at workplaces, which include the availability of required tools,
remuneration, workload, fair treatment, and availability of opportunities for career
development. A positive work environment also contributes immensely to how

employees feel about their jobs.
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PT 9: “Job satisfaction is when one enjoys what they do, they like the
environment they work in and they believe they are adequately paid for what they do.”

PT 1: “It is when an employee is treated with fairness, not victimized, enjoys
equal opportunity and rewarded accordingly. Employee feels satisfied working.”

Reward/incentives. Participants also believed that well rewarded employees find
satisfaction in their jobs. Reward could be in the form of increased pay, progression in
career, promotion, respect or appreciation given to employees for doing their jobs to
motivate them and improve performance.

PT 4: “It is when a well remunerated person finds fulfillment and contentment
with his job.”

PT 8: “To me, job satisfaction means everything you like about the job that makes
you happy at the end of the day and this may include rewards, incentives and pay.”

Job security. Participants believed employees obtain job satisfaction from
knowing that their jobs are secured. They feel satisfied and secured knowing that there is
stability at their place of work.

PT 10: “I know one aspect of job satisfaction is not reward-related but rather job
security. Some of us obtain job satisfaction knowing the company is stable and not going
anywhere.”

PT 18: “I feel this is the most important aspect of a job, and having a stable

company makes me feel secure, and this helps promote job satisfaction.”
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Theme 3: Perceptions of Performance Appraisals

Knowledge. Participants expressed vast knowledge about performance appraisals.
They viewed performance appraisal as a SMART assessment tool used by employers to
evaluate and enhance the performance of their employees. They were considered an
opportunity to evaluate employees, organizational performance and understand manager
expectations especially, in a corporate environment. The appraisal could be tied to
promotion, but some acknowledged that it was not routinely done.

PT 2: “Performance appraisal is a tool used to assess employees’ performance of
their jobs and reward accordingly by management at the end of the year.”

PT 11: “Personal appraisal was considered an integral part of the performance
appraisal process.”

PT 6: “Performance appraisal in general was described as a structured, periodical
process done to assess strengths and weaknesses, improve performance and work
motivation, to aid career development.”

PT 4: “As an individual, I am constantly reviewing my own performance on the
job to ensure that I am doing what my job position expects of me.”

Some participants’ knowledge about performance appraisal perceptions was that
there were mixed outcomes that were sometimes fair and other times unfair depending on
the relationship between the appraisee and the appraiser.

PT 18:
My knowledge is that the perceptions can be good or bad depending on its accuracy

and fairness of the outcomes after the assessment is conducted. The outcome is
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sometimes shielded in secrecy without any feedback for the employee to know
whether they are doing well on the job or not. The results are also not probably used
to inform decisions or policy but left on the shelves to gather dust.

Perceptions on performance appraisals. There was a consensus that PAs
provided an opportunity for evaluation and growth of employees. Even though there were
some concerns, they believed performance appraisals are important to both the employers
and employees if done objectively. It ensures that employees are meeting their job
expectations, gives them the opportunity for career growth, to know their strength,
weaknesses, and achievements. It was viewed as a learning opportunity in instances when
it was not based on bias or personal relationship between the manager and subordinates.

PT 12: “Performance appraisal can be good and can be bad for employees. Where
there are impediments or restrictions that hinder the thorough execution of your job, you
are held accountable, as a result demoralizes the employee, and hence productivity
decline.”

The inherent subjectivity in the appraisal process was highlighted as a concern
that could make it counterproductive and peer reviews were suggested by a Participant
13. Concerns raised by participants were around the possibility of appraisers being
subjective and punitive. It was believed that the relationship between appraisers and
appraisees influences the outcome of performance appraisals. Participants held the
opinion that it could be used to intimidate and pick on employees perceived to be threats
to appraisers. It could dash the morale of employees instead of improving their

performance when biased. Some participants perceived greater fairness and satisfaction
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with performance appraisals in private sectors compared to public sectors.

PT 7: “It may be positive or negative depending on who is doing the appraisal.
Peer reviews tend to be more beneficial because there is usually close connection
between the peers they know work closely with the employee.”

PT 13:

My perceptions are that performance evaluation outcomes tend to be skewed to be

fair based on good relationships and responses between the reviewer and the

employee and unfair towards an employee who is not in compliance with rules
and regulations and has adverse work ethics such as irregularity, laziness,
disrespectful to management, and frequent call out from work.

Fairness (fair or unfair). Participants expressed diverse opinions on the fairness
of performance appraisals. Some considered performance appraisals as fair if it was
structured and done without bias, as it enabled them to know their employer’s perception
and expectations on the job they do. Others considered the degree to which it was fair
was dependent on the measures used.

PT 2: “I consider performance appraisals as a fair mechanism used by human
resource managers because, the system forms the basis for coaching the low-performing
employees, among other functions and helps facilitate worker’s pay increases.”

PT 9: “I consider performance appraisals fair when done objectively with the aim
of improving quality and efficiency. Where subjectivity is involved, and the intent is to

punish, then performance appraisal cannot be said to be fair.”
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Some participants believed the fairness of PAs depends on the appraiser or
employer as well as factors such as personal dislike, race, and gender. They believed
objectivity or subjectivity of the appraiser when appraising employees plays a role in
determining the fairness of performance appraisals. PAs were viewed as unfair because
they were not effective in improving the performances of employees but instead fostered
power-and-control mechanisms in the workplace. Lack of automation of the appraisal
process reduced transparency and may contribute to unfair perceptions and appraisals.

PT 11:

Performance appraisals are unfair. Managers assume that an employee is naturally

good or bad at his job. This perspective is usually based on personality clashes

and other factors that do not actually indicate job performance. Managers who
feel threatened by an employee who shows talent tends to give poor appraisal
scores.

PT: 3:

Performance appraisal by itself is an assessment tool used to evaluate competence

and productivity. There is nothing wrong with it. These assessments are not

automated but are carried out by humans that is where the problem lies. The issue
of fairness or unfairness comes in where the one performing the assessment is
biased. Implicit biases or explicit bias against the employee he or she is
evaluating.

When feedback on appraisal is not communicated, participants reported not being

able to conclude that the appraisal process was fair and assumed fairness was hinged on
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the relationship between the managers and employees. Personal experience with the
appraisal process influenced participants’ responses on the fairness of the process and the
fear of being sacked in some instances was the driver for some participants to work
harder on this appraisal comments.

PT 1:

It depends on the individual and how he/she perceives the outcome of the

evaluation. In a government facility where I also work, the exercise is conducted

bi-annually but in my current work, it is held only once a whole year without any
feedback and sometimes it is not done, and we have no idea of how the results are
used. Sometimes it is just a mere self-assessment of form-filling if the supervisor
is busy or it is done in a rush as everyone is busy with their schedule.

PT 9: “The fairness or unfairness of performance appraisals can be good or bad so
long as it does not affect my pay as it has never added value to my working conditions or
offer any incentives to reflect on the pocket.”

Fairness of performance appraisal perceptions in ensuring job satisfaction.
Participants agreed that the fairness of PAs is critical for job satisfaction and security.
They opined that with employees in an organization devoid of fair and clear expectations,
appraisal and feedback system will not know if they are meeting their goals and this will
affect their job satisfaction. If the performance appraisals were perceived as unfair to the
employees, demotivation and consequently job dissatisfaction occurred as some
employees felt their contributions were not appreciated relative to other employees. Fair

PAs were important to get them more engaged with the company’s interest and improve
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their performances. Communication was critical to ensuring that employees properly
understood the outcome of an appraisal process and considered it fair.

PT 17: “Employees feel disappointed when they are unable to take any incentive.
When the incentive system is self-evident, the manager discusses performance in good
time and regularly to enable workers know that their performance is below required
standards to assure a more substantial incentive.”

Theme 4: Reasons for Unfair Perceptions

Bias. Participants believed bias or subjectivity from appraisers or employers was
a major reason for unfair perceptions about PAs. Bias could be because of favoritism,
gender, race, and color. Appraisers tend to favor some and be unfair to others during PAs
based on personal biases or having favorites. Personal biases and animosities of
supervisors towards employees could lead to the supervisor overlooking or ignoring the
positive contributions of the employee and only focusing on the negatives.

PT 6: “I do have some practical knowledge as I have conducted appraisals for
over 10 years. Therefore, the human factor such as subjectivity and negative perceptions
unrelated to the matter at hand are real issues which could affect results and may need to
be addressed.”

PT 10: “Perpetually unequal and unfair treatment of workers makes workers feel
exploited and therefore remain resolute with the notion that performance appraisals have
not been fair to them due to bias and managers feeling more superior over employees

especially, the individually private- owned companies and agencies.”
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Technical capacity of appraisers. Untrained appraisers were believed to be more
likely to have unfair perceptions about performance appraisals of employees. Appraisers
who do not have a clear understanding of the actual duties of the employee may have
unfair expectations from employees. Participants believed appraisers should be properly
trained or outsourced to undertake performance appraisals.

PT 4: “The conduct of the appraiser whereby he/she had exhibited questionable
appraisals in the past. Giving too much room for appraisers to use their own discretion.”

PT 12: “The managers are rather subjective instead of being objective with the
assessment, timing of the evaluations due to unpreparedness and scheduling conflicts,
unqualified managers performing the assessment because they do not have the requisite
training in HR.”

Failure to follow laid down procedures. Unfair perceptions of PA may occur
because of the failure of facilitators to provide professional and fair evaluations, failure to
follow laid down procedures and protocols of conducting PAs. There is also the lack of
knowledge about how the results are used to impact decision making and policy in the
organization.

PT 5: “To me, the biggest cause of unfair perception of performance appraisal is
how the system itself is designed. If the appraisal is not objective and scientific, allowing
for too much manager’s subjective judgement to be used to evaluate an employee, there
will be unfair perception.”

PT 8: “Lack of effective and efficient methods or procedures for evaluating

workers can also be another cause of unfair perceptions.”
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It happens only once yearly. Participants believed conducting performance
appraisal once per year does not allow employees to feel as though the process is fair. If
most managers would revisit performance on an ongoing basis this will offer employees
the opportunity to continually improve, celebrate accomplishments, and discuss
development strategies with management.

PT 17: “My perceptions of performance evaluation are that they most often than
not are unfair to the employee and the outcome does not portray the actual condition if it
is ever conducted at all, and all year round. It is not conducted regularly enough to reflect
the real situation as you sometimes don’t hear about it at all.”

Lack of feedback to appraisees. Lack of feedback to employees after the
assessment or not making the employees know about the results of the PAs were viewed
as one of the reasons why employees perceive PAs as unfair. Lack of documentation and
use of data to support points during PAs were viewed as a reason for unfair perceptions
of performance appraisals.

PT: 7: “Inability to communicate feedback about outcomes to employees.”

Lack of motivation and reward. Participants believed that sometimes,
managers imposed unreasonably high-performance standards and did not motivate the
employees to do better which can demoralize and discourage employees. This could
serve as a reason for unfair perception of PAs. Lack of accompanying reward and
incentives to employees for hard work was viewed as a reason for unfair perception of
PAs.

PT 6: “Lack of interest in employee development, rewards and motivation.”
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Poor communication/relationships. Participants believed the failure of some
employers to establish a two-way communication system within the workplace
contributes to unfair perceptions of PAs. Employers needed to listen to their workers and
accommodate criticism.

PT 12: “Poor communication between the supervisor and an employer can
contribute to unfair performance appraisals.”

PT 9: “Disagreements, and differences in perspectives among supervisors and
their immediate employees, questionable relationships between supervisors, and some
workers may all be some of the reasons contributing to the unfair perceptions of workers
about performance appraisals.”

Poor design or application of performance appraisals. Another possible cause
of unfair perception expressed by the participants was wrong approach to achieving what
PAs are designed to do, the factors considered during the entire appraisal system
development as well as how that is expected to benefit both the employee and the
employer. Poor design of the appraisal system implied that it will not be fit for the
purpose and will wrongly appraise employees.

PT 11: “Improper application and use of performance appraisals can have a
negative effect on employees and in some instances result in employees resorting to legal
action against the organization.”

Theme 5: Recommendations to Improve Fairness Perceptions
Employee ownership in goal setting and appraisals. Some participants

highlighted the need to offer workers a sense of ownership in the goal-setting process.
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This was perceived as an important way on fostering objectivity and making expectations
tangible and measurable. When goals are clearly defined, employees are inclined to
understand the appraisal criteria (which should be strictly adhered to) at the beginning of
the performance year.

PT 2: “Having a well thought out and documented performance plan with goals
and deliverables spelt out clearly.”

PT 10: “Avoiding surprises by setting very clear expectations for the managers.
Focusing on the needs of employees and being specific on the objectives.”

PT 5: “Give employees a sense of ownership in the goal-setting process, link
these goals to compensation, rewards and recognition and hold employees accountable
for their actions and remain consistent and reliable.”

Consider work conditions. The need to understand and take into consideration
the work conditions of an employee was highlighted by some interviewees. This means
that the employers take into consideration any challenges that employees may be facing
in the performance of their duties and acknowledge that in their appraisals.

PT 17: “There are times that the demands of the job are beyond the capacity of the
employee. When this happens, the employee should be given some benefit of the doubt
when it comes to performance appraisal.”

PT 1: “Where tools and resources are inadequate for the execution of the job,
efforts should be made to ensure that it factors in employee performance appraisal.
Performance appraisal should be done when all conditions that affect the work

environment are constant.”
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Employees should be encouraged and given second chances. The need to give
employees an opportunity to improve if they fell short of the appraisal process was
highlighted by some employees. This implied that appraisals should be supportive and
not punitive, to acknowledge employee challenges, celebrate their achieved milestones,
and offers help to improve the employee’s performance. One participant commented
about removing rankings from the appraisal system and another participant felt that self-
appraisals should be encouraged among employees.

PT 14: “Opportunity must be given for improvement as well as second chances
for mistakes.”

PT 3: “Employers must be seen as wanting to help employees improve the quality
of work being done and not always profit-oriented.”

Encourage communication and feedback. A major recommendation that was
highlighted by majority of the interviewees was the need to give employees feedback and
seek feedback from them as part of the AP in a timely manner. This bidirectional
feedback ensures that everyone knows where improvements are needed. Majority of
interviewees stressed the need for employers to communicate performance expectations
and employees’ goals regularly.

PT 2: “Seek employee feedback on the appraisal and incorporate them into your
system where possible to let the employees know that they are part of the appraisal
system design.

Communication culture as an ongoing activity was considered necessary to ensure

that employees had ample opportunity to address their challenges and make the necessary
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changes.”

PT 7: “Where an employee does the wrong thing, it should be pointed out
immediately instead of piling it up to be used in his appraisal. Appraisals should not be
annual events as some employees tend to forget their inadequacies by the time they are
appraised.”

It should be rewarding. The key motivation and job satisfaction that can come
from the appraisal system was described as ensuring that rewards are embedded into the
appraisal system. Incentives that are provided because of positive appraisals were
highlighted as an important way of fostering future performance.

PT 13: “Perceived fairness of employee rewards or the lack thereof, is often at the
root of why employees leave organization. Therefore, most companies should ensure
reward programs focus on fairness from both an internal and external perspective.”

Equality and objectivity. There was a consensus that equality was at the core of
a good appraisal system. The same rules apply to all workers and equity in the
evaluations by the supervisors without bias and in line with organizational policy. The
need to ensure the appraisal process and review mechanisms were conducted externally
to foster accountability was mentioned by some employees.

PT 14: “I recommend that the right and same tools are used to measure all
employees to assure fairness and accuracy of performance appraisals to improve over a
long period to enhance the perceptions of workers and this will also go a long way to

ensure job satisfaction.”
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PT 20: “There should be mechanisms for reviewing appraisees’ performance
appraisal to ensure accountability.”

Provide training/coaching. The foundation for a good work environment that
fosters career development and job satisfaction was identified as training. A wide range
of training needs was identified: training for supervisors who conduct the appraisals,
training for supervisees, training to address shortfalls and improve future performance.
Linked to this was the need for supervisors tasked with performing appraisals to have a
clear understanding of the employee’s duties to ensure that their assessment is fair.

PT 6: “All stakeholders involved need to be educated or empowered on what
appraisals are. A well established and tested process needs to be used. Appraisals are very
complicated processes that people specialize in.”

No identified discrepant cases were observed for inclusion in the analysis of data
as the absence of bias, enough analysis, and the avoidance of any conflict of interest was
ensured during the study to minimize the possibility of obtaining discrepant responses.

Evidence of Trustworthiness
Credibility

The exploratory qualitative multiple case study approach and design permitted the
enablement of construct validity based on evidence from the litany of sources utilized for
the study including thorough explanation and pattern matching logic prototypes
(Amerson, 2011). The ability of interviewees to explain, discuss, and emphasize critical

issues of the informed consent dispassionately during the meeting sessions preceding the
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interviews and follow-up for the verification and confirmation of participant transcripts
served as two critical values that assured credibility of the study.

The engagement of participants during the interviews including participant
notification prior to the commencement of each interview session coupled with my
journal notes was significant in ensuring success during the interviews. I paused
occasionally to take notes during each interview if I noticed that a participant felt
distracted in any way by my notes taking so as not to interfere with the flow and thought
process or concentration of participants, and after the conclusion of each interview. The
journal notes, and additional impressions and thoughts gathered as well as participants'
expressed views, emotions and mannerisms were then incorporated in the memo section
of NVivo 12 Pro to help clarify and ensure the accuracy of information as reflected in the
transcription and emerging questions during the follow-up process with participants for
verification.

Transferability

The interview protocol and guide, as well as the interview questionnaire which
were all vigorously vetted, revised, and validated several times by a panel of experts
including IRB helped increase the appropriateness of the topic and the relevance of the
study for clarity and accuracy of content specific to the population. The importance of
validating a questionnaire in the process of qualitative research adds credibility or
credence to a study (Bengtsson, 2016). The constructs of the equity theory (Rowland,
2013), and the two-factor theory (Herzberg, 1959; Ozguner & Ozguner, 2014), served as

the foundational framework for the research questions.



143

Utilizing these theories helped in providing an established protocol and guide for
incorporation into the study design to serve as a supporting framework for obtaining
external validity of this exploratory qualitative multiple case study (Amerson, 2011). The
conceptual framework of using the theories as part of the constructs utilized for the study
helped establish validity to adequately support the study, as transferability of a study
entails an application of research findings from one group to the other with the
expectation that this study would have applicability to other organizations especially, in
healthcare (Thomas & Magilvy, 2011).

Dependability

Dependability of the study was assured using a combination of digital audio
recordings that were transcribed verbatim and reviewed repeatedly in conjunction with
journal notes taken during the interview with the goal of the repeated reviews being to
identify hints related to workers’ lived experiences and perceptions shared to enhance
transcription and interpretation of the interviews.

The review was done to compare the audio recordings with the journal notes
about the expressed perceptions, views, feelings of the engaged participants to capture the
associated experiences that might not have been verbally expressed. All the activities
engaged in during the collection of data including the audio recordings and researcher
journal notes, and transcripts were transferred and input into NVivo v. 12 qualitative
analysis software to ensure accurate, non-bias and dependable results and subsequently

analyzed.
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Confirmability

Confirmability of the study was maintained during the entire process of the
interview, coding, analysis, and interpretation of data because remaining neutral in a
qualitative research is a core value attainable by addressing critical issues such as
consistency, truth, value, and applicability of the study per Noble and Smith (2015),
though very challenging to maintain during the interview process. In accordance with
maintaining the value of confirmability in a qualitative research, I ensured that each
interview was reviewed ahead to serve as a constant reminder as the researcher to remain
focused on participants' responses as it helped me to maintain neutrality in relation to my
experience or any philosophical views like mine that was likely to trigger any personal
instincts during the interviews.

Reviewing the audio recordings alongside the journal notes multiple times helped
to uncover, remove or minimize bias or personal responses during the review,
transcription, coding, analysis, and interpretation of the data. Cautious and reflective
bracketing was undertaken at several different stages of the study to permit easy
understanding and reflexivity because each level of the data analysis required
nonjudgmental and conscientious procedures to maintain neutrality and the avoidance of
bias.

Ethical Considerations and Procedures

The several ethical considerations and procedures for this study were undertaken

within the framework or purview and approval of the Walden University while adhering

strictly and precisely to the processes described in the final IRB application submitted to
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the Board. Permission to conduct the study was granted per IRB approval number 05-16-
18-0344898 with expiration date of May 15", 2019. The approval included informed
consent as described within the IRB application process. The entire recruitment of
participants and data collection began immediately following IRB approval.

Participants were assured of confidentiality upon agreement to take part in the
study as part of the informed consent process. Participation in the study was mainly from
a healthcare organization in the Baltimore-Washington Metropolitan area. Data collection
was done through face-to-face interviews with audio recordings and journal notes that
culminated in transcripts and entry of data electronically.

All data, journal notes, audio recordings, transcripts and other electronic
information were encrypted and stored on an electronic file, with backups retained, in a
file cabinet, and password protected on external drives as a means of assuring participant
confidentiality and security. Participants were fully informed of data handling and
maintenance procedures as part of full disclosure and transparency. The interview
transcripts were protected and stored in a secure computer environment. Consent forms,
schedules, participant codes, master lists, and other forms of data gathered were secured
in a locked area accessible only by me for maintenance.

These records would be securely maintained and kept for a period of 5 years
including all contact information and would be destroyed after successful completion of
the study with an effective exit strategy, and any formal sharing or publication of the

outcomes of the study in any professional forums. A discussion of research findings,
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interpretations, limitations of the study, recommendations for future research, and

implications for positive social change are presented in Chapter 5.
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Chapter 5: Discussion, Conclusions, and Recommendations

The purpose of this exploratory qualitative case study was to explore and
understand the perceptions of fairness of employee PAs on job satisfaction. Insight into
the perceptions and lived work experiences of employees in the healthcare organization
remained the focus and benefits of this study. The views and experiences of employees
on PAs were analyzed about job satisfaction within the framework and constructs of the
equity theory and the two-factor theory. Utilizing these two main theories to constitute
the conceptual framework had the following overarching research question for the study:
What are employee perceptions of fairness of performance appraisals on job satisfaction
in healthcare organizations? The related subquestion was: What are the reasons that lead
to unfair perceptions of performance appraisals?

This chapter provides the connection between the literature review and conceptual
framework in Chapter 2, the research design and methodology presented in Chapter 3,
and the results and findings presented in Chapter 4. During the process, the implications
of the study derived from the responses to the research questions posed in Chapter 1.
These implications could be applied by management in various organizations to improve
decision-making to impact policy concerning employee perceptions of performance
appraisals. Chapter 5 includes a research summary, recommendations, and limitations of
the study, conclusions, and implications for positive social change. The perceptions and
experiences of workers were analyzed, as they relate to the constructs of the equity theory

and the two-factor theory.
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Interpretation of Findings

The findings of the study concluded that employee perceptions of PAs are critical
and an invaluable component of the human resource function and should include basic
knowledge and level of employee input in the appraisal design and process. The
expressed intentions of employees included the desire to engage in the PA process
provided it remains relevant and beneficial, and the outcomes are readily communicated
in the form of immediate feedback to impact decision making and policy. The primary
themes with subthemes based on the constructs, and research questions were discussed in
Chapter 4, and the interpretations of the findings are further expounded in this chapter. In
consideration of all participant responses and recommendations for action in response to
the research questions and constructs emerged the primary themes and subthemes to
constitute the basis of the interpretation of the findings.
Theme 1: Participants' Perceptions of Fairness

In the data analysis, 78% of employees viewed fairness as a construct embedded
in adherence to rules and regulations that applied equally to people without bias and
emphasized that workers must be treated with the same measure without any
discrimination regardless of background and characteristics. Fairness meant equal
treatment of all employees, devoid of partiality, bias, nepotism, favoritism or
discrimination. It may be contended that transparency remains a major factor in ensuring
that employee evaluations are fair and just without bias and conducted without special

considerations for fairness and justice to reinforce workplace values.
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Theme 2: Participants' Perceptions of Job Satisfaction

When asked about their perceptions of job satisfaction, 86% of the participants
viewed job satisfaction as relevant and a situation where employees were contented and
happy with their jobs and a feeling of accomplishment with the notion that their
contributions would be valued and expectations fulfilled. According to some employees,
job satisfaction should entail good relationship with coworkers and superiors, rewards,
financial stability of the organization, an opportunity for growth, company values,
favorable work schedules, and job security.

Other employees believed job satisfaction was linked to having a favorable
working environment including the availability of required tools, remuneration,
appropriate workload, fair treatment, and availability of opportunities for career
development. I found that a positive work environment contributes immensely to how
employees feel about their jobs, as employees believed that well-rewarded employees
find satisfaction in their jobs. Rewards in the form of pay increase, career progression,
promotion, security, respect and appreciation of employees for executing their jobs with
diligence will motivate them to assure enhanced job performance.

Theme 3: Participants' Perception of Performance Appraisals

The employees expressed considerable knowledge about PAs. They viewed PA as
a SMART assessment tool used by employers to evaluate and enhance the performance
of their employees as an opportunity to evaluate employees, organizational performance

and understand manager expectations. It was noted that individual appraisals must be
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considered an integral part of the PA process although some participants' knowledge
about PA perceptions was mixed with outcomes that were sometimes fair or unfair
depending on the relationship between the appraisee and the appraiser. There was a
consensus that PAs provided an opportunity for evaluation and growth of employees.
Although some concerns were expressed, it is still believed that PAs are critical to both
employers and employees if conducted objectively as it will ensure equal opportunity for
career growth and offer an opportunity for leaning. The inherent subjectivity in the
appraisal process was highlighted as a concern that could make it counterproductive and
peer reviews were suggested. Concerns raised by participants were around the possibility
of appraisers being subjective and punitive.

It is believed that the relationship between appraisers and appraisees influence the
outcome of PAs. Employees believed PAs could be used to intimidate and victimize
employees who are perceived to be threats to appraisers and could affect morale instead
of improving their performance. Some employees perceived greater fairness and
satisfaction with PAs in private sectors compared to public sectors as they expressed
diverse opinions on the fairness of PAs. Some considered PAs as fair if it was structured
and done without bias, as it enabled them to know their employer's expectations while
others considered that its degree of fairness depended on the measures used.

When participants were asked to explain their views on the fairness of PAs, 68%
shared that the fairness perceptions of PAs depend on the appraiser or employer as well
as factors such as personal dislike, race, and gender. It was found that objectivity or

subjectivity of the appraiser played a role in determining the fairness of PAs and viewed
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it as unfair because they were not effective in improving employee performance but
instead fostered power-and-control mechanisms. The notion was also expressed that lack
of automation of the appraisal process reduced transparency and may contribute to unfair
perceptions of the appraisal outcomes.

Employees agreed that the fairness of PAs is critical for ensuring job satisfaction
and security. They opined that if the PAs were perceived as unfair, demotivation and
consequently job dissatisfaction occurred as some employees felt their contributions were
not appreciated relative to other employees. It was discovered that communication is
critical to ensuring that employees properly understand the outcome of an appraisal
process to consider it fair.

Theme 4: Participants' Reasons for Unfair Perceptions

A major reason expressed by the employees for unfair perceptions about PAs is
bias or subjectivity of appraisers or employers because of favoritism, gender, race, and
color because appraisers tend to favor some people against others based on personal
biases or favoritism. Personal biases and animosities enable managers to overlook or
ignore the positive contributions of employees and only focus on the negative aspects of
employees. Untrained appraisers were believed to be more likely to have unfair feedback
about PAs and appraisers who do not have a clear understanding of employee
expectations affect the outcomes. It is the belief that appraisers would be properly trained
or outsourced to carry out PAs fairly and effectively. Unfair perceptions of PA may occur
because of the failure of facilitators to provide professional and fair evaluations, failure to

follow laid down procedures and protocol of conducting PAs.
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There was also a lack of knowledge about how the results are used to influence
decision making and policy in the organization. Participants believed that conducting PAs
once per year does not allow employees to feel as though the process is fair. Lack of
feedback to employees after the assessment or not making the employees know about the
results of the PAs was viewed as one of the reasons employees perceive PAs as unfair.
Lack of documentation and use of data to support points during performance evaluations
was viewed as a reason for unfair perceptions of PAs. The findings indicate that
managers sometimes impose unreasonably high-performance standards and do not
motivate employees to improve and this could demoralize and discourage employees
leading to the unfair perception of PAs.

Theme 5: Participants' Recommendations to Improve Fairness Perceptions

A sense of ownership in the goal-setting process was highlighted in the findings
as an important way of fostering objectivity and making expectations tangible and
measurable. It was established that when goals are clearly defined, employees are
inclined to understand the appraisal criteria. Some workers emphasized understanding the
work conditions of employees. The need to give employees an opportunity to improve
when they fall short of the appraisal process was highlighted by some employees. The
opportunity to improve implies that appraisals should be supportive of employees and not
serve as a punitive measure. A major recommendation that was highlighted by most of
the employees was the need to give employees feedback or seek feedback regularly from
them as part of the appraisal process promptly. They emphasized bidirectional feedback

to ensure that all workers know where improvements are needed.
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A culture of communication as an ongoing activity was considered necessary to
ensure that employees had many opportunities to address their challenges and make the
necessary changes. The key motivation and job satisfaction that can come from the
appraisal system was described as ensuring that rewards are embedded into the appraisal
system. Incentives that are provided because of positive appraisals were highlighted as an
important way of fostering future performance. There was a consensus that equality was
at the core of a good appraisal system. The same rules must apply to all workers to assure
equity in the evaluations without bias and in line with organizational policy.

Study Results

The primary themes and subthemes that were discovered during the coding were
discussed in the data analysis section including all statistical data and frequency. Each of
the primary themes and subthemes were coordinated and based on the constructs of
equity theory and two-factor theory. The sample size of 20 participants selected from the
available employee groups of the population for the study was appropriate for the
investigation of the data gathered to achieve realistic data saturation (Marshall, Cardon,
Poddar, & Fontenot, 2013). The sample size is reflective of a case study and indicative of
a structured and semistructured method of data collection to ensure that a sufficient
number of interviews were completed to address the research questions of the study
(Marshall et al., 2013).

Based on the analysis, 76% of the participants perceived fairness to be
synonymous with equality and impartiality in a work environment that was transparent

and upheld justice. Participants considered that job satisfaction occurred in a conducive
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environment that fostered job security with a good reward system for performance.
Mixed perceptions about the fairness of job appraisals were due to the assumed
subjectivity of the process especially in instances where the measures were not automated
or standardized. In addition, poor communication and a poor feedback system meant that
employees could not reflect adequately on the quality of the PAs they have received.
Bias, lack of capacity of the appraiser, poor appraisal design and infrequent appraisal
procedures were some reasons given for poor appraisal. Recommendations that were
made for improvement include training/coaching, employee ownership of the process,
considerations for employee challenges with meeting up with responsibilities, and
improved objectivity of the process.
Summary

The exploratory qualitative case study design used for this study is relevant and
appropriate because the method permitted findings that helped augment the knowledge
and understanding of the perceptions of fairness of workers’ PAs on job satisfaction as
applicable in healthcare settings. This application of the methodology to the workers’
expressed opinions, perceptions, experiences and self-supported accounts provided
incredible insights into their lived experiences related to the perceptions of fairness of
performance appraisals in the healthcare environment. The research methodology and
design helped address the general business management questions and research questions
in a way that provides meaning relevant to the topic while adding to the body of existing

knowledge.
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Limitations of the Study

Research studies have limitations, regardless of methodology or design (Yin,
2014). This study was limited by its generalizability, as the study sample of workers
focused only on a single healthcare organization. Although the sample size may not have
been substantial enough for the generalization of the results to the population (Yin,
2014), the chosen sample size was appropriate for the design in gathering rich and
exhaustive data. The sample size of 20 participants was deliberate because it yielded rich
and comprehensive data on the fairness perceptions of employees about PAs.

The outcome of the sample population represents the views of workers based on
their perspectives and experiences of PAs that were furnished in a limited descriptive
representation, thus may not be predictive of future perspectives, views, perceptions, and
behavior of the population of workers that could be made applicable to other
organizations. The limited representation could be due to circumstances peculiar to this
organization based on geographic location because the study participants were self-
reporting and self-reported results of studies carry bias, difficult to verify, and are often
influenced by past and present circumstances or experiences (Brutus, Aguinis, &
Wassmer, 2013).

The participants of the study could have prior perceptions and experiences with
other organizations that I might not have been aware of and might have likely yielded
limited responses of interest in participants during recruitment for the study. Another
limitation is that I had to rely solely on the honesty of participant responses by utilizing

both structured and semistructured interviews, although semistructured interviews ensure
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rich and in-depth information. Employee concerns about identification and potential
leakage of information about participants which could cause fear of victimization or
intimidation and likely to lead to disciplinary action against employees by management
could lead to participant dishonesty, limited or false response, or even nonresponse to
interview questions during the interviews and may serve as a limitation to the study. This
fear of victimization combined with self-reporting might have influenced or skewed the
honesty of responses provided by participants.

An additional limitation is that the study did not integrate sample PA records or
reports due to the sensitive nature of the topic and confidentiality between the
organization and I to be in the position to assess the exact situation than to rely solely on
the honesty of workers' shared perspectives and experiences. The procedure of utilizing a
reflexive approach remained significant in maintaining dependability and credibility of
the sample and analysis of the data.

Although participants volunteered, chose, and agreed to be interviewed during the
day, they must have undergone self-imposed time constraints, which likely served as a
limitation since the interviews were conducted at times when some participants were in a
hurry to leave for their next appointments or schedules, which may have influenced the
depth of the data gathered. Although the interview protocol and guide adequately covered
the research questions, I could have incorporated more questions on demographic data to
obtain deeper insights into the background of participants to enable the capturing of more

information for analysis.
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Recommendations for Future Research

This study has furnished information on the perceptions of employees and
reinforced potentially improved perceptions of fairness of PAs on job satisfaction within
the health care setting. Because there is minimal research on perceptions of fairness, it is
recommended for researchers to conduct further studies on the topic using other methods
and design. These studies could yield practical information to help management to strive
in improving workers perceptions. Fair and just perceptions of PAs can have an influence
on the outcomes of PAs and subsequently on job satisfaction (Shrivastava & Purang,
2011, 2016).

I recommend that further research should explore the PA phenomenon by using
other approaches to research and include several organizations to provide a holistic view
and perspectives on the perceptions of fairness of employees about job satisfaction and
other human resource functions. Research should be conducted to investigate whether
hostile relationships can influence the PA outcomes or otherwise of the fairness
perceptions of employees and how this can be used to improve decision making and
policy.

A quantitative study could offer vivid statistical insights on the individual
perceptions of various organizations of employee experiences related to job satisfaction.
The value of exploring different types of organizations and workers should be considered
because the study would increase the depth and extend the breadth of case study research.
A focus on quantitative research in the types of organizations and worker groups could

serve human resource practitioners, managers and employees alike. There may be
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varying kinds of employee groups and organizations who bring value to an institution;
but, understanding the fairness perceptions of how PA relate to job satisfaction remains
critical and should be pursued vigorously.

Further research on fairness perceptions of employees is needed because both
employees and managers deserve to know more about the subject of employee
perceptions and their value in impacting processes. More information is required to
potentially assist to inform policies and procedures towards decision making to govern
PAs for the job satisfaction of workers. Extension obvious to this study could result from
this new study to expand on the data gathered, the findings and conclusions drawn
therefrom. These enhancements could assume the form of conducting similar research on
the other several organizations in a health care setting or other industries that undertake
PAs.

Implications

Positive social change related to the perceptions of fairness of PAs on job
satisfaction has the potential for contributing substantially to employee job satisfaction in
most organizations including healthcare. The results and findings of this study suggested
that the implications for positive social change remain critical and ongoing as described.
The findings necessitate the need for change and improvement on the perceptions of
fairness of employees in specific areas of the job to enhance job satisfaction. In the
findings, I was able to identify that employees had regard for and expressed concern
about the unfairness of PAs outcomes to assure equity in the evaluations without bias and

in line with organizational policy. Acknowledging and understanding the perceptions of
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employees of their PA outcomes on job satisfaction elicits the need for a meaningful
discourse to introduce innovative tools and resources for the application of human
resource development and management. The findings of the research have helped identify
three implications for possible social change.

There is a need to create awareness in employees about the fairness perceptions of
PAs on job satisfaction. Understanding the perceptions of PAs on job satisfaction
provides the relational value of the PA phenomenon. Information derived from
participants during the study helped minimize the unfair or negative perceptions that
characterize PA outcomes that influence decision-making within organizations (Costanza
& Finkelstein, 2015).

Empowering and reinforcing employees is essential to help contribute deeper
insights and understanding of the perceptions of PA expectations in organizations.
Enhanced awareness of the perspectives of PAs of workers’ experiences may contribute
to worker motivation and retention with valuable skills and knowledge in the present
day's decision-making efforts. Interview responses if the willingness of workers to make
amends following honest feedback on performance appraisal outcomes together with
management will enhance subordinate-superordinate relationships on employee
perceptions. A further recommendation is that PAs should be conducted regularly, at least
quarterly, with a continuous-feedback process because regular evaluations will help
establish relationships to address relational scenarios to enhance the perceptions of

employees (Reed & Bogardus, 2012).
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Significance to Practice

This research has furnished information on the perceptions of fairness of
employee PAs on job satisfaction. The study offered an in-depth qualitative analysis and
results that revealed the perceptions of employees and their experiences with PAs in a
healthcare setting. The data collected are current and provide insights into the perceptions
of fairness of employee performance appraisals related to job satisfaction. The central
research question and related subquestion that provided the primary themes on the
perceptions of fairness of employee PAs indicated that knowledge of fair perceptions is
connected to job satisfaction (Masum et al., 2016).

Practical implications include management of organizations and human resource
practitioners creating awareness among employees about the practice of PAs and the
associated procedures to guarantee fairness outcomes through the provision of
immediate, regular, and continuous feedback. Some of the awareness strategies may
include employee involvement in the planning, design, and implementation of the PAs,
communication of feedback, training, and rewards.

Management of healthcare organizations, human resource departments, agencies
or organizations could use the information presented in this study to ensure the fairness
perceptions of employees of PAs to influence job satisfaction unless not used adequately
during the PA process and implementation. Nawaz and Pangil (2016) recommended that
efficient and effective PAs remain critical in minimizing turnover if only employees can
perceive the phenomenon along with other human resource practices in organizations as

fair and just.
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Organizations may utilize the findings derived from the research as an invaluable
tool to improve the perceptions of fairness of PAs related to job satisfaction to make
appropriate decisions to inform policy to enhance job satisfaction. This study has
contributed to both perceptions of fairness of PAs and job satisfaction. Although there is
extant literature on PAs for many years, this study has been the focus on perceptions of
fairness and addressed the perceptions of fairness of PAs about job satisfaction of
workers in healthcare in the Maryland-Washington Metropolitan area.

Significance to Theory

Organizational justice is a component of fairness at work, which concerns
employee fairness perceptions within an organization (Hamlett, 2014). Researchers have
utilized organizational justice to investigate perceptions of work processes at the
workplace on decisions related to job satisfaction (Bin Abdullah, Anamalai, Ismail bt, &
Ling, 2015). Fair perceptions of PAs can affect job satisfaction (Hamlett, 2014). The
findings of the present study provide knowledge about fairness perceptions of PAs in a
healthcare setting, which extends understanding of organizational justice, motivation, and
job satisfaction that could help predict perceptions of PA in other sectors, organizations,
and agencies including healthcare (Herzberg, 1959; Ozguner & Ozguner, 2014). It is
critical for human resource managers in organizations to help establish a bond between
individual managers and employees to address the disconnect and missed opportunities in
relationships of perceptions that may exist between managers and employees of

organizations.
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Perceptions of PAs are essential, considering the workflow nature of the human
resource management function and should be linked to the constructs used for the study.
Rowland (2013) and Tseng and Kuo (2014) discussed equity theory but did not provide
the necessary linkage of fairness perceptions with the constructs on motivation that
contribute to job satisfaction or dissatisfaction except Herzberg who executed the linkage
within the two-factor theory of motivation. An increased understanding of the perceptions
of fairness related to the constructs on job satisfaction meaningfully would render the
constructs more relevant, appropriate, applicable, and operational at the workplace in
enforcing the theories.

Although theory development was not the purpose of this study, the framework
used helped minimize obstacles to the perceptions of fairness of employees necessary for
creating job satisfaction. The conceptual framework will serve knowledge areas geared
toward improving overall perceptions of the value for PAs related to job satisfaction.
Addressing this missing link or disconnect is likely to promote positive social change by
helping workers to gain more insight and understanding into organizational practices on
perceptions of fairness of employees.

Significance to Positive Social Change

The perception of fairness of employees of PAs is an essential element that could
contribute to the positive image of organizations as a major change agent or factor to
affect positive social change. Employees who lack the trust in the management of
organizations, as well as human resource professionals and managers due to unfair

perceptions about issues related to job satisfaction may feel demotivated to perform
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assigned tasks at substandard levels instead of being motivated to perform their jobs
dutifully with diligence to excel.

Facilitating employee-management relationships through fairness perceptions and
trust may potentially result in a positive social change by motivating employees to
influence positively management decision-making involving employees to make them
aware of their performance expectations through their involvement in the planning,
design, and execution of PAs. Incorporating trust, accuracy and fairness practice will help
improve the perceptions within the organization to enhance the positive image, improved
work processes and subsequent potential enhancement of employee-manager relations.
Fairness needs to be maintained through motivation, communication of outcomes,
continuous feedback, transparency, and accuracy of PAs to attain fairness perceptions.

Researchers have offered sights into the employee perceptions and value of PAs
and noted that the need for improvements to the PA system would likely be beneficial
since the lack of research on the fairness perceptions will likely hinder its improvement.
It was the goal of this study to add to the perceptions of employees on performance
appraisals specifically on issues related to job satisfaction. The outcome of the study
could potentially lead to a positive social change in health care settings and other
agencies and organizations. The current study was designed to investigate a defined
organization of bona fide workflow of a supposed effective occupational system.

The present study adds to the extant literature on perceptions of fairness of
employees of PAs on job satisfaction to enable managers to learn to be fair, just, and

accurate with their PA outcomes devoid of bias and favoritism (Nair & Salleh, 2015).
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Although challenges may persist if employees are not demotivated based on their
perceptions of unfair PA outcomes that may have favored employees rewarded over
them. It is recommended that further research be therefore encouraged.

Conclusion

A comprehensive understanding of the perceptions of fairness of PAs related to
job satisfaction is critical and would assist in formulating appropriate policies in respect
of PAs to aid decision making as one of the valuable human resource functions within
organizations following the improvement in employee perceptions. This study has
provided basic research data that could be adopted and used extensively to impact
employee perceptions. Information gathered from the research may add to the
understanding of the perceptions of employees of PAs about job satisfaction in all sectors
of management.

The dissemination of the findings of the study may enable management,
organization leaders, and human resource practitioners to implement decisions to enhance
change, provide employee motivation and job satisfaction through trust, fairness,
accuracy, and effectiveness of PAs and perceptions. A sense of ownership in the goal-
setting process highlighted in the findings is critical in fostering objectivity and
subsequently fair and just perceptions to render PAs and outcome expectations tangible,
measurable, and achievable. Participant perceptions shared suggest that continuous
communication and feedback culture, as an ongoing activity is considered necessary to
ensure that employees have many opportunities to address their challenges and make the

necessary changes for decision making to influence policy.



165

Consequently, there is a need for improvements in fair perceptions of employees
about PAs. Finally, the findings suggest a consensus that equality is at the core of a good
appraisal system so the same rules must apply to all workers to assure equity in the
evaluations without bias and in line with organizational policy. The findings may call for
a need to glean and advance more theories possible to assure effective policies to improve
perceptions of employees of performance appraisals at the workplace to enhance job
satisfaction. It is important for organizations to train performance appraisers to use
appropriate evaluation methods and procedures because performance appraisal becomes
only beneficial to the organization if it is fair and accurate. This is necessary because an
organization’s performance management process may rely extensively on the

organization’s ability to identify and eliminate performance challenges.
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Appendix A: Letter of Cooperation and Statement of Understanding

Date
Name of Organization
Address

Dear [Name of Requesting Party/Executive or Participant],

I wish to apply for permission and cooperation to use your organization for data
collection as part of requirements for a doctoral research. I am a PhD candidate at
Walden University pursuing a degree in Management with specialization in Human
Resources. My research is on the topic “Perceptions of Fairness of Employee
Performance Appraisals on Job Satisfaction.” The purpose of the study is to explore how
employee perceptions of performance appraisals can be improved to enhance job
satisfaction within a healthcare organization. This research is entirely academic in nature.
I am seeking to utilize face-to-face interviews with employees who satisfy the criteria of
having worked for at least a period of one year and experienced performance appraisals
within the organization. I developed the criteria for selection to ensure that participants
are likely to possess the requisite knowledge pertinent to the goal of the study. The
research will entail voluntary participation of employees within your establishment.
Participants will be required to answer nine open-ended face-to-face interview questions.
Participants may decide to participate or withdraw from the study at any time without
retribution or loss of benefits to them. The research outcome may be published, but
neither the identity of participants, position or the organization’s name will be mentioned,
or participant responses compromised.

Anonymity and confidentiality of the study will be assured to protect participant
identity by assigning a numeric code or alphabet to participants and the transcript would
be preserved in strict confidence after the study. The only foreseeable risk to participants
in this study may include individual sensitivity, increased recognition, or emotional
responsiveness in relation to sharing their current and past experiences and knowledge
involving their perceptions of performance appraisals in the organization. There is no
direct benefit to participants. Rather, participants may enhance their understanding, and
mindset about performance appraisals, thereby increasing their knowledge on the
complex nature of performance appraisals. I have included a letter of cooperation from a
research partner to grant permission to use the organization with this statement of
understanding. The return of the completed permission letter will be considered as your
organization’s consent to participate in the study strictly for academic purposes.

You may contact me with any questions regarding this study via telephone at xxx-
xxx or xxxx@waldenu.edu. If you would like to talk privately about your rights, you may
contact Dr. xxx, the Walden University representative on XxXx-XXX-XXXX.

Sincerely,

Simon-Davies A. Nutakor (PhD Candidate)

Walden University
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Appendix B: Letter of Cooperation from a Research Partner: Permission to use

Organization, Premises and Subjects

Name of Community Research Partner: - ---

Official’s Name: - Title---

Contact Information:

Date

Dear --- [Researcher
Name],

Based on my review of your research proposal, I hereby authorize Simon-Davies A.
Nutakor, a doctoral student at Walden University, to use the organization, premises, and
subjects requested within the [Name of the Healthcare
Organization] to collect data for a study entitled “Perceptions of Fairness of Employee
Performance Appraisals on Job Satisfaction.” We understand that our organization’s
responsibilities include:

e Personnel/Supervisors participating in a 30-60 minutes face-to-face interviews.

e Provision of copies of documents and list of names/database of employees (as
applicable) of [Name of the Healthcare Organization] that the organization is
willing to share.

e Participation in validating the accuracy of researcher’s interpretations and
conclusions with participants who will participate in the face-to-face interviews.

We reserve the right to withdraw from the study at any time if our circumstances change.
As part of this study, I authorize you to recruit individuals in this organization to
participate in the study. I will provide you a list of names of individuals that meet your
inclusion criteria and you may contact them directly or I may forward an invitation to
employees informing them to contact you directly if they are interested in participating in
the study. Participation in the study will be voluntary and at the discretion of individual
employees. I confirm that I am authorized to approve research in this setting and that this
plan complies with the organization’s policies. I understand that the data collected will
remain entirely confidential and may not be provided to anyone outside of the student’s
supervising faculty/staff without permission from the Walden University Institutional
Review Board (IRB).

Sincerely,
Authorization Official

Name, Title, and Date
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Walden University policy on electronic signatures: An electronic signature is just as valid
as a written signature if both parties have agreed to conduct the transaction electronically.
The Uniform Electronic Transactions Act regulate electronic signatures. Electronic
signatures are only valid when the signer is either (a) the sender of the email, or (b)
copied on the email containing the signed document. Legally an "electronic signature"
can be the person’s typed name, their email address, or any other identifying marker.
Walden University staff verify any electronic signatures that do not originate from a
password-protected source (i.e., an email address officially on file with Walden).
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Appendix C: Letter of Appreciation for Participation
Dear [Name of Employee/Participant/Executive],
Thank you for participating in the study entitled “Perceptions of Fairness of Employee
Performance Appraisals on Job Satisfaction.” I very much appreciate your participation
in the study. The time and experience shared and your candid opinion in response to the
interview questions concerning the complexity of the perception of performance appraisal
on job satisfaction remains invaluable. Your contribution to this study is critical and may
help enhance the knowledge and understanding of the topic. I appreciate your desire to
participate in this important study by contributing your views. I may provide you with a
complimentary copy of the study as a token of my appreciation once the study is
completed and approved by the Walden University Chief Academic Officer (CAO).
Meanwhile, I may be reached at xxx-XxxX-XxXx or XXxxxxxxxx@waldenu.edu to answer
any questions or concerns that you may have.
Thank you once again for your participation in the study.

Sincerely,

Simon-Davies A. Nutakor (PhD Candidate).

Walden University
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Appendix D: Informed Consent for Participants

You are hereby invited to participate in a research about the perceptions of fairness of
employee performance appraisals on job satisfaction. You were identified as a potential
participant for the study because you are an employee who have worked for at least one
year and experienced performance appraisals in the organization. This consent form
constitutes part of a process referred to as “informed consent” that enables you to
understand this study before deciding on whether to participate.

This study is being conducted by a researcher named Simon-Davies A. Nutakor, who is a
PhD Management student at Walden University.

Background information:
The purpose of this study is to explore the perceptions of fairness of employee
performance appraisals on job satisfaction.

Procedures:
If you agree to participate in this study, you will be required to:

e Take part in a semi-structured face-to-face, interview with the researcher
concerning the perceptions of fairness of employee performance appraisals on job
satisfaction.

e The interview will be scheduled in the conference room of your organization or a
private location of your choice.

e The interview will span a time commitment of 30-60 minutes during or after
normal hours of work.

e The interview will be recorded, transcribed, and later analyzed by the researcher.

e The interview will be a one-time event of data collection.

e The researcher will provide participants a copy of the transcript via e-mail after
the interview to review for accuracy of data.

Voluntary Nature of the Study:

This research is voluntary. You have the liberty to accept or decline the invitation to
participate in the study and your decision will be respected by everyone. No one will treat
you differently if you decide not to be included in the study. You may decide to join this
study now and can still change your mind later to stop the interview. You may choose not
to answer some questions if you do not feel comfortable to provide a response.

Here are some sample questions:
1. How would you describe fairness of job performance at your workplace?
2. What are your perceptions of performance appraisals in your organization?
3. What are the possible reasons that cause negative perceptions of performance
appraisals?
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Risks and Benefits of Being in the Study:

You will be provided with specific details of how to obtain a copy of the completed
dissertation in its entirety. You may be provided a copy of the research findings for your
personal information. If interested, I will provide a verbal presentation in the research
region or at a professional conference. Individuals’ privacy and confidentiality of
information will be assured unless I learn of harm to participants, self or others, in which
case [ would need to report that to the proper authorities. There are no risks involved with
the study. Your participation in the study will be greatly appreciated and will contribute
immensely to the body of knowledge pertinent to the perceptions of employees of
performance appraisals on job satisfaction.

Compensation:
There will be no payments for participating in the research.

Privacy:

All information provided during and after the interview, will be treated as strictly
confidential.

None of your personal information including your name and that of the organization or
anything else that purports to identify you in the reports or study will be used. Number
codes and letters of the alphabet will be assigned to participants in place of names
throughout the study. Data gathered including all electronic files saved to CD-ROM disks
will be encrypted, password protected, and secured in a locked file cabinet in the office
for a period of 5 years per Walden University requirements. All research files and disks
containing interview data, transcripts and electronic files will be shredded and destroyed
with the use of an electrical shredder after Syears following the study.

Contacts and Questions:

You may ask any questions now or later by contacting the researcher, Simon-Davies A.
Nutakor, at xxx-xxx-8123 or simondavies.nutakor@waldenu.edu OR the researcher’s
Doctoral Faculty Chair/Mentor, Dr. Jean Gordon, at xxx-xxx-1655 or
jean.gordon@waldenu.edu. You may also call the University’s Research Participant
Advocate who is Walden University’s representative to discuss any issues related to your
privacy and participant rights at 1-800-925-3368 Ext. 312-1210. Walden University’s
approval number for this study is xxx-xxx-xxx. This number expires on Xx-Xx-XXxx

Statement of Consent:

If you have read and feel you understand the above information regarding the study well
enough to decide about your participation, please indicate your consent.

By signing this consent form, I am agreeing to participate in the study based on the terms
described above and will receive a copy of the signed consent form for my records.

*If you choose not to sign the consent form, you can reply via telephone or email “Yes, I
am interested in participating in the study” and schedule a time for an interview. You will


mailto:simondavies.nutakor@waldenu.edu
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receive a copy of the signed consent form with my signature and a typed statement that
you confirmed participation via telephone or email.

Printed name of participant

Date of consent

Participant’s written signature

Researcher’s written signature
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Appendix E: Interview Protocol/Guide

The central research question is: What are employee perceptions of fairness of

performance appraisals on job satisfaction in healthcare organizations? The related sub-

question is: What are the reasons that lead to unfair perceptions of performance

appraisals? In this qualitative case study, the interview will consist of 9 open-ended

questions to explore or understand perceptions of performance appraisals of employees in

the healthcare organization located in the Baltimore-Washington Metropolitan Area in

Western Maryland.

Procedure:

Select Participants

Researcher will contact participants via
email or phone.

Arrange Venue, Date, and Time

Set time, date, and venue for the interview.
The interviews will take place in the
conference room or participants’ personal
office of the healthcare organization at a
time to be agreed upon.

Explain the Study and its Content

Provide an overview or synopsis of the
purpose of the study and obtain verbal and
written consent from each participant, after
providing the participants with consent
forms.

Record the Interview

Record interviews and thank participants
followed by sending email, a letter or a
thank you card or note to participants
following the interviews.

Transcribe the Interviews

Transcribe interviews and cross-check the
transcription and interpretation for
validation with participants.
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Additional Questions Ask participants follow-up probing

questions based on the prevalence of the
responses to seek further clarification of
unclear responses and when the question
has not been fully answered.

Semi-Structured Interview Questions

1.

2.

How would you describe fairness of job performance at your workplace?

What are your perceptions of performance appraisals in your organization?
What knowledge do you have about performance appraisal perceptions in your
organization? Please explain.

Do you consider performance appraisals in your organization as fair or unfair and
why? Please explain and provide examples.

How do you think the fairness perceptions of performance appraisals can be
improved to ensure job satisfaction?

What are the possible reasons that cause unfair perceptions of performance
appraisals?

How do you think the fairness perceptions of performance appraisals can lead to
job satisfaction?

What recommendations would you make to improve the fairness perceptions of
performance appraisals in your organization?

What other information are you willing to furnish that have not been covered?
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Appendix F: Face-to-Face Interview Script
Participants will be required to provide a signed copy of informed consent agreeing to
participate as a volunteer in this study without compensation and incentives before the
start of the interview. The following statements will constitute the structure and
procedures for the participant interviews:
1. Arrange a date, time, and venue to interview each participant through email
correspondence.
2. Welcome participants with the following opening remarks: “Hello! My name is Simon-
Davies A. Nutakor, a Doctoral student at Walden University. I am grateful for taking
time off your busy schedule to volunteer as a participant in this research study.” “The
interview should span a total time of approximately 30-60 minutes.”
3. Check to ensure that each participant received an email copy of the written informed
consent form and ask for a signed copy. Give each participant a copy with his or her
signature and the researcher’s signature.
4. Explain that the informed consent form includes: a) the Walden Institutional Review
Board (IRB) number for this study, b) an email address and phone number for the chair
of my Doctoral Study Committee, and ¢) an email address and phone number for the IRB
representative if they have additional questions about this study.
5. Ask participants if they read the entire informed consent form, permit participants to
ask questions about the consent forms, and confirm their agreement to continue with the

research.



224

6. Read the statement of consent and option to withdraw from the interview process aloud
to participants. Mention that the interview is voluntary, and they may decline to answer
any question that will make them feel uncomfortable. Indicate that they may withdraw
from the study at any time, during or after the interview and that all recorded information,
notes, transcripts, and references collected will be permanently destroyed after use. It
may be noted that if they decide to withdraw from the study, it will not be held against
them in any way or have any adverse impact on their work.

7. (Read Aloud): Performance appraisal is a critical element of managing employees.
For the study, my interest is to explore your perceptions about performance appraisals
on job satisfaction. Please keep this purpose of the study in mind as you respond to the
interview questions.

8. Assure participants that all written and recorded interview responses will be
confidential, and that participant’s personal information will not be used for any other
purpose outside the project.

9. Ask participants if they are still interested and willing to take part in the project.

10. Explain the purpose of the study and the interview procedure: “The purpose of this
study is to explore the perception of fairness of employee performance appraisals on job

PN Te

satisfaction.” “The interview will follow a designed interview protocol and consist a

format of open-ended questions.”
11. Obtain permission from participants to record and start audio recording the interview

after participants have agreed and announce participants’ pseudonym assigned to

maintain anonymity and confidentiality, date, and time for interview.
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12. Ask interview questions and follow-up questions to seek clarification of responses.
13. Take field notes of key comments and observations during the interview.

14. Inform participants that they will receive a copy of the transcribed notes and
interpretations of the audio recording within a couple of days for them to review for
accuracy and return same using the Walden University email address that will be
provided.

15. Conclude the interview by thanking participants for their time and willingness to
participate in the study after confirming that answers recorded properly and to the
satisfaction of participants after the interview. (Adapted from Exploring Mentoring and

Career Advancement: A Community College Case Study by Steele, L. D., 2016).
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