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Executive Summary

This study, published in Frontiers in Psychology (2019), addresses the mechanisms through which
perceived performance appraisal justice influences teacher well-being outcomes in the Italian educational
context. The authors, Dal Corso et al. from the University of Padua, argue that performance appraisal
satisfaction functions as a total mediator between perceived appraisal justice and three well-being
outcomes: job performance, job satisfaction, and life satisfaction. Using structural equation modeling
(SEM) on data from 161 Italian teachers, the study tested a hypothesized mediation model grounded in
positive psychology and Conservation of Resources (COR) theory. Results confirmed that perceived
appraisal justice was positively associated with appraisal satisfaction (y = 0.82), which in turn predicted job
performance ( = 0.54), job satisfaction (3 = 0.30), and life satisfaction (3 = 0.32). Direct paths from
appraisal justice to all three outcomes were non-significant, supporting total mediation. The study
contributes a novel empirical link between performance appraisal system perceptions and life satisfaction,
and clarifies the mediating role of appraisal satisfaction, an area previously underexplored in educational
settings.

Key Insights

1. Perceived performance appraisal justice does not directly predict job performance, job satisfaction,
or life satisfaction — all relationships are fully mediated by performance appraisal satisfaction,
indicating that fairness alone is insufficient without positive subjective experience of the appraisal
process.

2. Performance appraisal satisfaction demonstrated the strongest association with job performance (3
= 0.54) compared to job satisfaction (3 = 0.30) and life satisfaction (3 = 0.32), suggesting appraisal
perceptions have the most proximate effect on task-related outcomes.

3. The study extends performance appraisal research beyond vocational outcomes by empirically
linking appraisal system perceptions to life satisfaction, a domain rarely examined in this literature, with
the relationship mediated through appraisal satisfaction.

Practical Takeaways

» Organizations operating in educational contexts may find that designing appraisal systems perceived
as procedurally and interpersonally fair is a necessary but not sufficient condition — the subjective
experience of satisfaction with the appraisal process carries the influence on downstream well-being
outcomes.


https://www.frontiersin.org/journals/psychology/articles/10.3389/fpsyg.2019.02361/full

* The four dimensions of performance appraisal justice measured in the study — distributive,
procedural, interpersonal, and informational justice — represent distinct facets that, in combination,
contribute to overall appraisal satisfaction, pointing to multiple levers within appraisal system design
and appraiser behavior.

Frameworks Mentioned

Conservation of Resources (COR) Theory — A theoretical framework by Hobfoll (1989, 1998)
positing that individuals are motivated to gain, maintain, and protect resources, and that resource loss
leads to distress while resource enrichment supports well-being; used here to frame performance
appraisal justice and satisfaction as organizational resources.

Critical Analysis

Strengths include a theoretically grounded model integrating COR theory and positive psychology, use of
SEM with latent variables, assessment of common method variance (found to account for only 17% of
observed variance, below the 27% threshold), and a novel contribution linking appraisal perceptions to life
satisfaction. The study also applies PRODCLIN confidence intervals to test indirect effects rigorously.
Limitations are significant: the sample is small (N = 154 after exclusions), drawn from a single country
(Italy), and composed exclusively of teachers, limiting generalizability. The cross-sectional design
precludes causal inference despite directional hypotheses. All measures are self-reported, raising residual
common method variance concerns. Job satisfaction and life satisfaction are each measured with single
items, limiting construct validity. Job performance is assessed via self-report rather than objective or
supervisor-rated measures. The study does not account for school-level or contextual variables. The
authors acknowledge these limitations and call for longitudinal and multi-source designs. No competing or
null findings from existing literature are systematically addressed. The practical implications section uses
normative language (‘would be advisable') inconsistent with neutral reporting norms.

Organizational Practice

Italian teachers in the study were subject to a formal performance appraisal system administered by
school principals, which could incorporate colleague and student evaluations as well as teacher
self-evaluation. The appraisal process was described as encompassing distributive, procedural,
interpersonal, and informational justice dimensions. Participatory and accommodating appraisal
approaches, including action-research methodologies, were referenced as existing practices within Italian
educational institutions.

Strategic Implications

The finding that appraisal satisfaction fully mediates the justice-outcome relationship suggests that the
design and perceived quality of the appraisal experience may carry more weight in performance
management systems than structural fairness criteria alone. The extension of appraisal effects to life
satisfaction indicates that performance management systems in educational contexts may have
consequences beyond organizational boundaries. The Italian educational context, with its evolving
autonomy and HR management responsibilities, represents a specific institutional environment that may
shape how appraisal perceptions operate differently from corporate or other public sector settings.
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