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Abstract - Performance appraisal remains a critical yet contested human resource
management practice, particularly in banking organisations where appraisal outcomes
carry significant career and financial implications. Despite continued refinements in
appraisal systems, employee dissatisfaction and resistance persist, suggesting that
appraisal effectiveness cannot be explained by technical accuracy alone. Drawing on
organisational justice theory, this conceptual paper reconceptualises performance
appraisal effectiveness as a justice-based, perceptual outcome shaped by employees’
evaluations of appraisal processes and interactions. Through a concept-driven synthesis
of prior research, the study identifies key appraisal practices that influence distributive,
procedural, interactional, and informational justice perceptions and integrates these
relationships into a unified conceptual framework. The proposed framework positions
organisational justice as the central explanatory mechanism linking appraisal practices
to employee reactions such as acceptance, commitment, engagement, and cynicism.
The paper advances appraisal and justice theory by shifting the focus from system
design to fairness perceptions and by contextualising appraisal effectiveness within the
high-stakes environment of banking. The framework offers a structured foundation for
future empirical research and provides a theoretically grounded basis for rethinking
performance appraisal effectiveness in regulated service contexts.
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. Introduction

Performance appraisal is a central human resource management practice because
appraisal outcomes directly affect pay, promotion, training, and career advancement.
Despite extensive refinement of appraisal methods, employee dissatisfaction and
resistance toward appraisal systems persist. Prior research suggests that these
limitations cannot be explained by technical deficiencies alone and that appraisal
effectiveness is better understood through employees’ perceptions and reactions to the
appraisal process (Cardy & Dobbins, 1994; DeNisi & Murphy, 2017). Organisational
justice provides a strong theoretical lens for explaining employee responses to
performance appraisal. Organisational justice refers to employees’ perceptions of
fairness in outcomes, procedures, and interpersonal treatment (Greenberg, 1987). In
appraisal contexts, distributive justice concerns the fairness of ratings and rewards,
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procedural justice relates to the fairness of appraisal criteria and processes, and
interactional and informational justice reflect the quality of interpersonal treatment and
explanations provided during appraisal interactions (Bies & Moag, 1986; Colquitt,
2001). Empirical research consistently shows that these justice perceptions shape
satisfaction with appraisal systems, acceptance of appraisal outcomes, and trust in
management (Keeping & Levy, 2000; Thurston & McNall, 2010). The importance of
appraisal justice is particularly evident in the banking sector, where performance
targets, regulatory oversight, and accountability pressures heighten the consequences
of appraisal decisions.

Evidence from the Indian banking context demonstrates that appraisal fairness is
multidimensional and cannot be captured by a narrow focus on procedural or
distributive justice alone. Taneja et al. (2024) identify a five-dimensional justice
structure in bank appraisal systems and show that appraisal criteria validity, feedback
quality, appraisal training, and trust significantly influence fairness perceptions. These
justice perceptions have been shown to predict key employee attitudes in banking,
including affective commitment, with demographic factors such as age and gender
shaping these relationships (Rana & Singh, 2022). Related studies further indicate that
distributive and informational justice in appraisal contexts enhance employee
engagement (Gupta & Kumar, 2013).

Conversely, when appraisal systems are perceived as inconsistent, biased, or lacking
integrity, negative employee reactions emerge. Research demonstrates that appraisal
cynicism increases intentions to quit and undermines positive work behaviour (Brown
et al., 2020). Reviews of appraisal practices also highlight persistent challenges such as
unclear goals, misaligned criteria, and weak feedback processes, all of which erode
justice perceptions and reduce appraisal effectiveness (Ghannam, 2025). Despite this
growing body of evidence, research on performance appraisal in banking remains
fragmented. Existing studies often examine isolated justice dimensions or individual
outcomes without integrating appraisal practices, justice mechanisms, and employee
reactions into a unified framework. To address this gap, the present conceptual paper
seeks to reconceptualise performance appraisal effectiveness in banking by positioning
organisational justice as the central explanatory mechanism.

Research Objectives

Accordingly, the objectives of this conceptual paper are to:

e examine performance appraisal effectiveness in banking through the lens of
organisational justice;

e synthesise prior research to identify key appraisal practices that shape justice
perceptions;

e develop an integrative conceptual framework linking appraisal practices,
organisational justice dimensions, and employee outcomes in banking; and

e propose theoretically grounded directions for future empirical research on
appraisal justice in banking contexts.
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I1. Statement of the Theoretical Problem

Research on performance appraisal has traditionally conceptualised appraisal
effectiveness in terms of system design quality, rating accuracy, and methodological
rigor. Within this perspective, appraisal failure is commonly attributed to technical
deficiencies such as rater bias, inappropriate performance metrics, or weak alignment
between appraisal criteria and organisational objectives (Cardy & Dobbins, 1994;
DeNisi & Murphy, 2017).

Although these concerns remain relevant, they do not adequately explain why
dissatisfaction and resistance toward appraisal systems persist even in organisations
with formalised and technically robust appraisal processes. The core theoretical
problem addressed in this paper is that performance appraisal effectiveness has been
narrowly defined, with limited attention to how appraisal systems are experienced and
interpreted by employees. Prior research has repeatedly shown that employees’
reactions to appraisal processes play a decisive role in determining whether appraisal
systems are accepted or rejected, regardless of their technical sophistication (Keeping
& Levy, 2000; Thurston & McNall, 2010).

This suggests that further refinements in appraisal techniques alone are unlikely to
resolve persistent appraisal-related tensions. Organisational justice provides a
theoretically grounded explanation for this gap. Organisational justice refers to
employees’ perceptions of fairness in organisational outcomes, procedures, and
interpersonal treatment (Greenberg, 1987). In the context of performance appraisal,
justice perceptions have been shown to shape satisfaction with appraisal systems,
acceptance of performance ratings, and trust in supervisors (Colquitt, 2001; Keeping &
Levy, 2000).

However, much of the appraisal literature treats justice as a secondary outcome of
appraisal processes rather than as the central mechanism through which appraisal
practices influence employee attitudes and behaviours. As a result, justice is often
examined in a fragmented manner, focusing on individual dimensions or isolated
outcomes without integrating them into a coherent explanatory framework. This
limitation becomes particularly evident in the banking sector. Banking organisations
operate under conditions of intense performance pressure, regulatory oversight, and
accountability, where appraisal decisions have substantial implications for employees’
careers and rewards. Empirical evidence from the Indian banking context demonstrates
that employees’ perceptions of appraisal fairness are multidimensional and shaped by
factors such as appraisal criteria validity, feedback quality, appraisal training, and trust
in the appraisal system (Taneja et al., 2024). These justice perceptions have been shown
to predict critical employee attitudes, including affective commitment, with variations
across demographic groups such as age and gender (Rana & Singh, 2022). Such
findings indicate that appraisal outcomes in banking are evaluated not only on what
decisions are made, but also on how those decisions are reached and communicated.
Despite these insights, existing research lacks an integrated conceptual account of how
appraisal practices, organisational justice, and employee reactions are systematically
connected. Without such integration, it remains unclear why similar appraisal systems
generate acceptance in some banking contexts but cynicism and resistance in others, or
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why improvements in appraisal design frequently fail to translate into improved
employee attitudes. This unresolved tension points to a theoretical gap that cannot be
addressed through incremental adjustments to appraisal systems. Accordingly, this
paper argues that performance appraisal effectiveness should be reconceptualised as a
justice-based construct, rooted in employees’ perceptions of fairness across appraisal
outcomes, procedures, and interactions. By positioning organisational justice as the
central explanatory mechanism, the paper seeks to provide a more coherent theoretical
understanding of how performance appraisal systems function, succeed, or fail in
banking organisations.

I11. Conceptual Foundations of Organisational Justice

Organisational justice offers a robust theoretical foundation for understanding how
employees evaluate the fairness of organisational practices and decisions. At its core,
organisational justice refers to employees’ perceptions of whether organisational
outcomes, procedures, and interpersonal treatment are fair (Greenberg, 1987). These
perceptions are especially salient in performance appraisal contexts because appraisal
involves evaluative judgments, power asymmetries, and outcomes with significant
personal and career implications. Prior studies across sectors consistently show that
employees’ evaluations of appraisal systems are shaped less by formal design features
and more by perceived fairness in how appraisals are conducted and communicated
(Palaiologos et al., 2011; Rowland & Hall, 2012).

Dimensions of Organisational Justice

The organisational justice literature identifies multiple, conceptually distinct
dimensions of fairness. Distributive justice concerns the perceived fairness of appraisal
outcomes, such as performance ratings, rewards, and promotions, typically evaluated
through effort—outcome comparisons (Adams, 1965).

Procedural justice refers to the perceived fairness of the processes used to arrive at those
outcomes, including consistency, bias suppression, accuracy of information, and
opportunities for employee voice (Leventhal, 1980). Interactional justice captures the
quality of interpersonal treatment employees receive during appraisal interactions,
particularly respect and dignity (Bies & Moag, 1986), while informational justice
reflects the adequacy, honesty, and timeliness of explanations provided for appraisal
decisions (Colquitt, 2001). Although analytically separable, these justice dimensions
are experienced jointly in appraisal settings.

Employees do not assess appraisal outcomes, procedures, and interactions in isolation;
rather, fairness perceptions emerge from the combined experience of what decision is
made, how it is made, and how it is communicated. Empirical evidence indicates that
distributive justice alone is insufficient to explain employee reactions to appraisal
systems unless supported by fair procedures and credible explanations (Chang & Hahn,
2006; Palaiologos et al., 2011). This multidimensional nature of justice makes it
particularly relevant for understanding performance appraisal, which unfolds as a
process rather than a single event.
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Organisational Justice in Performance Appraisal Contexts

Empirical research has consistently demonstrated that organisational justice plays a
central role in shaping employee reactions to performance appraisal. Justice perceptions
influence satisfaction with appraisal systems, acceptance of appraisal outcomes, trust
in supervisors, and perceived legitimacy of appraisal decisions (Keeping & Levy, 2000;
Thurston & McNall, 2010; Brefo-Manuh & Anlesinya, 2023). Importantly, employees
may accept unfavourable appraisal outcomes when procedures are perceived as fair and
interactions are respectful, whereas favourable outcomes may still be questioned when
fairness is perceived to be lacking (Colquitt et al., 2001). Studies examining appraisal
systems across organisational contexts further suggest that fairness perceptions mediate
the relationship between appraisal practices and employee attitudes, reinforcing the
view that appraisal effectiveness cannot be inferred solely from outcome accuracy or
system formalisation (Rowland & Hall, 2012). These findings challenge appraisal
models that prioritise technical precision as the primary indicator of effectiveness and
instead highlight fairness as a central evaluative criterion.

Justice as a Central Mechanism in Appraisal Effectiveness

Despite its explanatory potential, organisational justice is often treated in appraisal
research as a downstream attitudinal outcome rather than as a mechanism linking
appraisal practices to employee responses. This tendency has resulted in fragmented
analyses that examine justice dimensions or outcomes in isolation, without articulating
how appraisal design and enactment generate justice perceptions that, in turn, shape
acceptance, commitment, or resistance. Longitudinal evidence further indicates that
justice perceptions evolve over repeated appraisal cycles, underscoring the need to
conceptualise appraisal justice as a dynamic process rather than a static outcome (Linna
et al., 2012). Conceptually, organisational justice is more coherently understood as an
intervening mechanism. Appraisal practices such as criteria design, feedback quality,
formalisation, and managerial conduct influence employees’ justice perceptions, which
then shape their reactions to appraisal systems. This mechanism-based view aligns with
broader social exchange theory, which posits that employees reciprocate fair treatment
with positive attitudes and behaviours and respond to perceived unfairness with
withdrawal or cynicism (Cropanzano & Mitchell, 2005; Belsito & Reutzel, 2020).

Organisational Justice in the Banking Context

The relevance of organisational justice is heightened in banking organisations, where
appraisal decisions occur under conditions of intense performance pressure, regulatory
scrutiny, and accountability. Evidence from the banking sector indicates that appraisal
justice is multidimensional and shaped by appraisal criteria validity, feedback quality,
appraisal training, and trust in the appraisal system (Taneja et al., 2024). These justice
perceptions have been shown to influence key outcomes such as affective commitment,
with demographic characteristics further conditioning these relationships (Rana &
Singh, 2022). Such findings reinforce the importance of examining appraisal justice as
a central mechanism in banking contexts where appraisal outcomes carry substantial
career and financial consequences.
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Conceptual Positioning and Framework Overview
Taken together, these conceptual foundations support the central argument of this
paper: that performance appraisal effectiveness in banking is best understood through
organisational justice. Figure 1 presents the conceptual framework developed in this
study, which positions appraisal practices as antecedents, organisational justice
dimensions as the core explanatory mechanism, and employee reactions as indicators
of appraisal effectiveness. The framework visually integrates the relationships
discussed in this section and provides a basis for the propositions developed in the
subsequent section.
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Figure 1. Conceptual framework linking performance appraisal practices,
organisational justice, and employee outcomes in banking.

Reconceptualising Performance Appraisal Effectiveness

Performance appraisal effectiveness has traditionally been assessed through technical
criteria such as rating accuracy, reliability, and alignment with organisational
objectives. Within this perspective, an appraisal system is considered effective when it
produces accurate evaluations and supports administrative decisions related to rewards,
promotions, and workforce planning (Cardy & Dobbins, 1994; DeNisi & Murphy,
2017). While these criteria remain important, they provide an incomplete basis for
evaluating appraisal effectiveness, particularly in contexts where appraisal outcomes
are contested by employees and fail to generate acceptance or trust.

Limitations of Accuracy-Based Conceptions of Effectiveness

Accuracy-based models of appraisal effectiveness implicitly assume that technically
sound systems will be accepted by employees. However, research on appraisal
reactions consistently demonstrates that employee acceptance cannot be inferred from
system design alone. Employees may question or reject appraisal outcomes even when
formal procedures are followed, particularly when appraisal criteria are perceived as
inappropriate, procedures lack transparency, or interactions with supervisors are
experienced as disrespectful (Keeping & Levy, 2000; Thurston & McNall, 2010;
Rowland & Hall, 2012). These findings suggest that technical quality is a necessary but
insufficient condition for appraisal effectiveness. Moreover, accuracy-focused
approaches tend to privilege managerial and organisational perspectives while
underestimating the role of employee sense-making in appraisal processes. Appraisals
are not neutral assessments but social interactions in which employees interpret signals
about their value, status, and future within the organisation. Longitudinal evidence
further indicates that employees’ evaluations of appraisal systems evolve over time,
shaped by repeated experiences of fairness or unfairness rather than by isolated
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appraisal outcomes (Linna et al., 2012). As such, appraisal effectiveness cannot be
meaningfully assessed without considering how appraisal practices are perceived and
interpreted by those being appraised.

Performance Appraisal Effectiveness as a Perceptual Construct

Building on these insights, this paper reconceptualises performance appraisal
effectiveness as a perceptual and relational construct grounded in employees’ fairness
evaluations of appraisal processes and outcomes. From this perspective, appraisal
effectiveness is reflected in the extent to which employees perceive appraisal systems
as legitimate, trustworthy, and worthy of acceptance. These perceptions are shaped not
only by appraisal outcomes but also by the fairness of procedures, the clarity of
performance criteria, and the quality of interpersonal treatment during appraisal
interactions. Justice-based conceptions of effectiveness shift attention from whether
appraisal systems function as designed to whether they function as intended in shaping
employee attitudes and behaviours. Empirical research suggests that appraisal systems
may generate resistance or cynicism even when outcomes are favourable if employees
perceive procedures or communication as unfair (Palaiologos et al., 2011; Brefo-Manuh
& Anlesinya, 2023). Conversely, appraisal systems that emphasise transparency,
respectful treatment, and credible explanations may foster acceptance and commitment
even in the presence of unfavourable evaluations (Chang & Hahn, 2006). This
reconceptualisation underscores the centrality of fairness perceptions in evaluating
appraisal effectiveness.

Employee Reactions as Indicators of Appraisal Effectiveness

Within a justice-based framework, employee reactions serve as key indicators of
appraisal effectiveness. These reactions include acceptance of appraisal outcomes,
satisfaction with appraisal processes, trust in supervisors, affective commitment, and
engagement. Empirical studies have demonstrated that justice perceptions in appraisal
contexts are positively associated with such outcomes, while perceived injustice is
linked to cynicism, resistance, and intentions to quit (Brown et al., 2020; Gupta &
Kumar, 2013). Research also indicates that formalisation of appraisal systems enhances
positive reactions only when it is accompanied by perceived fairness and trust in
leadership (Belsito & Reutzel, 2020). In banking organisations, where appraisal
outcomes carry significant career and financial implications, these reactions are
particularly consequential. Justice-based appraisal systems can contribute to sustained
employee commitment and engagement, whereas perceptions of unfairness may
undermine morale and trust even when performance standards are formally met. Thus,
appraisal effectiveness in banking must be evaluated in terms of its capacity to generate
positive and enduring employee responses rather than solely on the technical properties
of appraisal instruments.

Justice as the Integrating Mechanism

Figure 1 positions organisational justice as the central mechanism through which
appraisal practices influence appraisal effectiveness. Appraisal practices such as criteria
design, feedback quality, procedural consistency, and managerial conduct shape
employees’ justice perceptions, which in turn determine whether appraisal systems are
accepted, contested, or resisted. This mechanism-based view integrates previously
fragmented strands of appraisal research by linking system-level features and
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managerial behaviours to employee-level outcomes through justice perceptions
(Kivipdld et al., 2021). By reconceptualising performance appraisal effectiveness in
this way, the paper moves beyond narrow, outcome-centric definitions and offers a
more comprehensive theoretical account of appraisal functioning. This
reconceptualisation is particularly relevant for banking organisations, where appraisal
systems operate within complex social and regulatory environments and where
employee acceptance is critical for organisational stability and performance.

Proposed Conceptual Framework and Propositions

Building on the arguments developed in Sections 2 to 4, this study proposes a justice-
centred conceptual framework that explains performance appraisal effectiveness in
banking. Figure 2 presents the proposed framework, which positions performance
appraisal practices as antecedents, organisational justice as the central explanatory
mechanism, and employee reactions as indicators of appraisal effectiveness. This
framework integrates previously fragmented strands of appraisal and justice research
into a coherent explanatory structure.

Overview of the Conceptual Framework

As illustrated in Figure 2, the framework is grounded in three core premises. First,
performance appraisal practices influence employee outcomes indirectly rather than
directly, operating through employees’ fairness evaluations. Second, employees form
holistic justice judgments based on multiple dimensions of organisational justice,
encompassing appraisal outcomes, procedures, and interactions (Colquitt, 2001). Third,
appraisal effectiveness is reflected in employees’ attitudinal and behavioural reactions,
such as acceptance of appraisal outcomes, affective commitment, engagement, and
reduced cynicism. Within the framework, performance appraisal practices include
appraisal criteria design, procedural consistency, opportunities for employee voice,
quality of feedback, appraisal-related training, and managerial conduct during appraisal
discussions.

These practices shape employees’ perceptions of distributive, procedural, interactional,
and informational justice, which together determine how appraisal systems are
evaluated and responded to by employees. Prior research indicates that appraisal
systems are more likely to be accepted when employees perceive coherence across
these justice dimensions rather than isolated fairness in outcomes alone (Palaiologos et
al., 2011; Rowland & Hall, 2012).

Performance Appraisal Practices and Organisational Justice

The first set of relationships depicted in Figure 2 links performance appraisal practices
to organisational justice perceptions. When appraisal criteria are perceived as valid and
relevant, procedures are applied consistently, feedback is timely and meaningful, and
managers communicate decisions with respect and transparency, employees are more
likely to perceive the appraisal system as fair. Conversely, ambiguity in criteria,
inconsistent application of procedures, and inadequate communication undermine
justice perceptions, regardless of the formal sophistication of the appraisal system.
Empirical studies across organisational contexts suggest that appraisal practices exert
their influence primarily by shaping fairness perceptions rather than by directly
determining employee reactions (Keeping & Levy, 2000; Brefo-Manuh & Anlesinya,
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2023). This supports the positioning of appraisal practices as antecedents of
organisational justice within the framework.

Proposition 1: Performance appraisal practices that emphasise valid criteria, consistent
procedures, meaningful feedback, and respectful interpersonal treatment are positively
associated with employees’ perceptions of organisational justice.

Organisational Justice and Employee Reactions

The second set of relationships shown in Figure 2 captures the effects of organisational
justice on employee reactions to performance appraisal. Justice perceptions influence
whether employees accept appraisal outcomes, trust supervisors, and view appraisal
systems as legitimate. These reactions extend beyond the appraisal event itself and
shape broader work attitudes, including affective commitment and engagement. In
contrast, when appraisal processes are perceived as unjust, employees may respond
with scepticism, disengagement, or resistance, even when appraisal outcomes are
favourable. Research consistently demonstrates that justice perceptions in appraisal
contexts are positively associated with acceptance, commitment, and engagement,
while perceived injustice predicts cynicism and withdrawal behaviours (Gupta &
Kumar, 2013; Brown et al., 2020). These findings reinforce the use of employee
reactions as observable indicators of appraisal effectiveness within the proposed
framework.

Proposition 2: Employees’ perceptions of organisational justice are positively
associated with favourable appraisal-related reactions, including acceptance of
appraisal outcomes, trust in supervisors, affective commitment, and engagement.
Proposition 3: Perceived organisational injustice in performance appraisal is associated
with negative reactions, including appraisal cynicism and reduced organisational
commitment.

Organisational Justice as a Mediating Mechanism

A central feature of Figure 2 is the positioning of organisational justice as a mediating
mechanism between performance appraisal practices and appraisal effectiveness.
Rather than exerting direct effects, appraisal practices influence employee reactions
through their impact on justice perceptions. This mediation perspective provides a
coherent explanation for why similar appraisal systems may generate divergent
employee responses across organisational contexts. Empirical evidence supports this
mechanism-based logic, demonstrating that justice perceptions frequently mediate the
relationship between appraisal practices and employee attitudes and behaviours (Uraon
& Kumarasamy, 2024; Kivipdld et al., 2021). By explicitly incorporating mediation
into the framework, the model advances a more precise theoretical understanding of
how appraisal systems succeed or fail.

Proposition 4: Organisational justice mediates the relationship between performance
appraisal practices and appraisal effectiveness, as reflected in employee reactions.

Contextual Sensitivity in Banking Organisations

The framework presented in Figure 2 also acknowledges the contextual sensitivity of
justice-based appraisal processes in banking. Employee characteristics such as age,
gender, tenure, and job level may condition how justice perceptions are formed and
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how they translate into appraisal-related reactions. Banking organisations operate under
heightened performance pressure and regulatory oversight, which may amplify the
salience of fairness perceptions in appraisal contexts. Empirical evidence from banking
and related sectors suggests that demographic and role-related factors shape the
strength of justice—outcome relationships without undermining the central role of
organisational justice itself (Rana & Singh, 2022; Taneja et al., 2024). Accordingly,
contextual factors are incorporated as moderators rather than as alternative explanations
within the framework.

Proposition 5: The relationship between organisational justice and employee reactions
to performance appraisal is contingent on contextual factors such as employee
demographics and role characteristics within banking organisations.

Contextual Sensitivity

Demographics, Role Characteristics,
Organisational Contexts

= Yt Y
Appraisal Practices Org.'m.lsf'monal Ju§tlce Employee Reactions
m (Mediating Mechanism)
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\
Figure 2: Study Framework and Propositions Explaining Performance Appraisal
Effectiveness in Banking through Organisational Justice

Methodology: Conceptual Study Design and Empirical Orientation

This study adopts a conceptual research design oriented toward theory development
and integration rather than primary data collection. Consistent with established
guidance on conceptual scholarship, the objective of this methodology is not to test
relationships empirically but to make explicit how theoretical arguments are developed,
structured, and rendered generative for future research (Reese, 2023). Accordingly, this
section provides a transparent account of how the conceptual framework presented in
Figure 2 was constructed and how it may guide subsequent empirical investigation. The
framework in Figure 2 was developed through a structured, concept-driven synthesis
of prior research on performance appraisal, organisational justice, and employee
reactions, with particular emphasis on studies situated in banking and closely related
service contexts. Rather than reviewing individual studies sequentially, the analysis
focused on identifying recurring constructs, clarifying their theoretical boundaries, and
explicating the mechanisms through which appraisal practices influence employee
outcomes via organisational justice. This approach aligns with conceptual research
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principles that prioritise integration and explanation over comprehensive literature
coverage (Reese, 2023). The development of the framework proceeded through three
iterative stages. First, core constructs relevant to performance appraisal effectiveness
were identified, and organisational justice was positioned as the central explanatory
mechanism linking appraisal practices to employee outcomes. Second, theoretically
supported relationships among appraisal practices, justice dimensions, and employee
reactions were examined and integrated into a coherent causal logic, resulting in the
structure depicted in Figure 2. Third, this logic was formalised into a set of propositions
that articulate the key relationships embedded in the framework. These propositions are
summarised in Table 1. Although conceptual in nature, the framework presented in
Figure 2 is explicitly designed to be empirically testable.

It lends itself to future quantitative studies using survey-based research designs in
banking organisations, in which performance appraisal practices may be
operationalised through system- and rater-related characteristics, organisational justice
through established multidimensional justice scales, and appraisal effectiveness
through employee reactions such as acceptance, commitment, engagement, and
cynicism. The mediating role of organisational justice and the moderating influence of
contextual factors identified in Figure 2 and Table 1 may be examined using
multivariate techniques such as structural equation modelling. By explicitly linking
conceptual development to potential empirical testing, this methodological approach
enhances the generativity and practical relevance of the proposed framework. Figure 2
and Table 1 thus serve not only as visual and formal summaries of the paper’s
theoretical argument but also as a structured foundation for future empirical research
on performance appraisal effectiveness in banking contexts.

Table 1: Summary of Propositions in the Conceptual Framework

Proposition Statement Core Constructs
Involved
Pl Performance appraisal practices that Appraisal practices —

emphasise valid criteria, consistent Organisational justice
procedures, meaningful feedback, and
respectful interpersonal treatment are

positively associated with employees’

perceptions of organisational justice.

P2 | Employees’ perceptions of organisational

justice are positively associated with
favourable appraisal-related reactions,
including acceptance of appraisal
outcomes, trust in supervisors, affective
commitment, and engagement.

Organisational justice
— Positive employee
reactions

relationship between performance appraisal

P3 | Perceived organisational injustice in Organisational
performance appraisal is associated with injustice — Negative
negative reactions, including appraisal employee reactions
cynicism and reduced organisational
commitment.

P4 | Organisational justice mediates the Appraisal practices —

Organisational justice
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practices and appraisal effectiveness, as — Appraisal
reflected in employee reactions. effectiveness

P5 | The relationship between organisational Contextual factors x
justice and employee reactions to Organisational justice
performance appraisal is contingent on — Employee
contextual factors such as employee reactions
demographics and role characteristics in
banking organisations.

Discussion and Future Research Directions

This paper set out to reconceptualise performance appraisal effectiveness in banking by
positioning organisational justice as the central explanatory mechanism. By integrating
appraisal practices, justice perceptions, and employee reactions into a unified
conceptual framework, the study addresses long-standing limitations in appraisal
research that overemphasise technical accuracy and system design while underplaying
employee sense-making and legitimacy judgments (Cardy & Dobbins, 1994; DeNisi &
Murphy, 2017).

Reframing Performance Appraisal Research

The framework presented in Figure 2 clarifies why performance appraisal systems with
similar formal designs often produce markedly different outcomes across organisations.
It highlights that appraisal effectiveness is not determined by appraisal practices in
isolation, but by how those practices are interpreted through employees’ justice
perceptions.

This perspective helps explain persistent dissatisfaction with appraisal systems even in
settings characterised by formalisation and procedural rigor (Rowland & Hall, 2012).
By foregrounding justice perceptions, the study shifts appraisal research away from a
narrow focus on improving instruments and metrics toward a broader understanding of
appraisal as a social and relational process. In doing so, it encourages scholars to treat
employee reactions not as secondary outcomes but as central indicators of whether
appraisal systems function as intended. This reframing aligns with empirical evidence
showing that acceptance, commitment, and trust are critical determinants of appraisal
success (Keeping & Levy, 2000; Thurston & McNall, 2010).

Implications for Organisational Justice Theory

By embedding organisational justice within the appraisal process, this study extends
justice theory beyond general HR practices to a high-stakes evaluative context. The
framework demonstrates how distributive, procedural, interactional, and informational
justice operate jointly rather than independently, reinforcing the view that fairness
perceptions are holistic and process-based (Colquitt, 2001). Moreover, positioning
organisational justice as a mediating mechanism, as formalised in Table 1, advances
justice theory by clarifying how fairness perceptions translate organisational practices
into employee attitudes and behaviours. Rather than treating justice as a peripheral
outcome, the framework conceptualises it as the mechanism through which appraisal
systems acquire legitimacy and effectiveness. This perspective is particularly relevant
for banking organisations, where appraisal decisions are closely tied to career
progression, rewards, and regulatory accountability (Taneja et al., 2024).
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Directions for Future Research

The proposed framework offers several promising directions for future empirical
research. First, researchers may empirically test the mediating role of organisational
justice between appraisal practices and employee reactions using survey-based designs
in banking organisations, building on prior evidence of justice-based mediation effects
(Uraon & Kumarasamy, 2024).

Second, the contextual contingencies identified in Figure 2, such as employee
demographics, tenure, and role characteristics, warrant closer examination to
understand how justice perceptions vary across employee groups and organisational
levels (Rana & Singh, 2022). Third, longitudinal research designs may be employed to
capture how justice perceptions and appraisal reactions evolve over repeated appraisal
cycles, rather than being treated as static evaluations (Linna et al., 2012). Future
research may also extend the framework to examine emerging appraisal practices,
including technology-enabled and data-driven appraisal systems, through a justice lens.
Such extensions would allow scholars to assess whether digitalisation mitigates or
amplifies fairness concerns in performance evaluation and to examine how trust and
transparency are maintained in increasingly automated appraisal environments (Belsito
& Reutzel, 2020).

1VV. Conclusion

This conceptual study set out to address a persistent challenge in performance appraisal
research: why appraisal systems continue to generate dissatisfaction and resistance
despite ongoing refinements in design and measurement. Focusing on the banking
context, the paper argued that dominant, accuracy-centred approaches offer an
incomplete understanding of appraisal effectiveness because they overlook how
appraisal systems are experienced and evaluated by employees. By positioning
organisational justice as the central explanatory mechanism, the study reconceptualised
performance appraisal effectiveness as a perceptual and relational outcome reflected in
employee reactions such as acceptance, commitment, engagement, and cynicism. The
conceptual framework presented in Figure 2, supported by the propositions summarised
in Table 1, integrates appraisal practices, justice perceptions, and employee reactions
into a coherent explanatory structure. This integration clarifies how system-level
features and managerial enactment jointly shape fairness perceptions and determine
whether appraisal systems are viewed as legitimate and effective.

The study makes a broader contribution by advancing a justice-based perspective on
performance appraisal in high-stakes organisational contexts. In banking organisations,
where appraisal outcomes have significant career and financial implications, fairness
perceptions emerge as a critical determinant of appraisal success. By reframing
appraisal effectiveness through organisational justice, the paper provides a theoretically
grounded explanation for why technically sound appraisal systems may fail and why
fairness-sensitive practices are essential for sustaining employee trust and engagement.
Overall, this study offers a generative conceptual foundation for future research on
performance appraisal effectiveness. By moving beyond technical accuracy and
foregrounding organisational justice, it invites scholars to rethink how appraisal
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systems are designed, enacted, and evaluated, and provides a clear framework for
empirical investigation in banking and other regulated service sectors.
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