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Abstract

The implementation of Performance Appraisal System (PAS) is seen as a strategic move to foster performance-based
work culture in the Malaysia’s public sector. Embedded in pay-for performance system, the new appraisal system
which was first introduced in 1992 establishes linkage between pay system, performance and competencies
development. However, the chain tying pay to performance appears to be weak. Massive disappointment signals
poor implementation as the appraisal system was overshadowed by inappropriate instrument design, rater error,
inaccurate rating, bias assessment, etc. These major setbacks have evoked concern over ethical and fairness in the
practices of PAS. Occurrence of problems in the implementation of PAS signified erosion of justice and ethics in the
practices of PAS, thus lead to growing demand for integrity-based performance assessment system. This preliminary
analysis therefore seeks to examine the relationship between ethic, justice and the practices of PAS in the Malaysia’s
public sector. Correlation coefficient results disclosed positive association between variables as the instrument used,
process employed are moderately associated with ethics and justice dimensions. The appraisal system is likely
perceived to be good if fair assessment and ethical supervision were present and vice versa. This study deliberately
discusses the aforementioned issues through integrated framework based on organizational justice and work
character ethics theories and proposed framework for integrity enhancement in the implementation of PAS.
Significantly, this article makes a theoretical contribution towards developing higher integrity capacity which often
requires in HRM practice.
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1. Introduction

Integrity is a widely ingrained concept in organizational practices. There appears to be no consensus in literature on
the meaning of integrity and what does it entails (Monga, 2016) but the term regularly been associated with
transparency, accountability that embraces multiple dimension of ethically and morally sounds practices (White &
Lean, 2008; Muhamad Hafiz, 2015 and Monga, 2016). Over the years, demand for integrity-based management has
increased under recent public sector reforms that underscore ethical and morally sound practices in management. The
needs for ethical management has elevated ever since Performance Management System (PMS) came into force
(Winstanley & Smith, 1996; Bruijn, 2002 and Plant & Ran, 2009). In the case of Malaysia, support for ethical
management has steadily increased through the implementation of National Integrity Plan (NIP) which calls for the
enculturation of integrity in the Malaysian public sector. This integrity movement was first initiated by former Prime
Minister, Abdullah Ahmad Badawi in 2004 and substantial interest on NIP continues with the second phase of NIP
(2009-2013) and the third phase of NIP under the leadership of Najib Abdul Razak (IIM, 2014). Such initiatives led
to the establishment of 900 integrity units in various government agencies to date (The Star, 2017). There are six
integrity targets outline in the NIP, and cultivating integrity in the Malaysia’s public sector is one of the aims.
Integrity in the public sectors concentrates on few aspects: minimizing corruption and efficient administration of
human resources. Human resource in this context focuses on improving employees’ performance through
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performance management agenda. Cultivating performance-based culture and integrity inevitably comes together in
quest for having competent, honest and trustworthy employees in the public sector.

Managing employees’ performance is done through the implementation of performance appraisal system (PAS). This
merit-based assessment marked a significant moved from traditional assessment to performance-based assessment
and serve as an important tool in various management decision making. The PAS is introduced on several grounds,
firstly, it helps employees on career advancement. Secondly, it offers more opportunity for promotion. Thirdly, it
determines the eligibility for salary movement. Finally, it establishes a just system that acknowledges the staff by
giving out awards. Apart from that, this tool is used to identify the needs for training for improvement of job
performance (JPA Pekeliling Perkhidmatan 4, Lampiran A2, 2002). Those designated objectives could be
materialized if fair procedures, just rewards and ethical supervision are properly addressed. Having fulfill those
mentioned criteria in HRM practices would contribute to increase employees support to organizational change
(Roldell & Collquit, 2009) and increase job and pay satisfaction, organizational commitment, and trust (Ilgen et al.,
1979; Colquitt et al., 2001 and Cohen-Charash & Spector, 2001 Lambert, Hogan & Griffin,2007; Farndale, Hailey &
Kelliher (2011).

Malaysian experience reveals that the attainments of such goals were far-fetched. Countless of problems arises
hampered the effectiveness of performance appraisal system. Such scenario led to increasing demand for fair
appraisal system. Calling for justice and sound ethical appraisal practices is apparent and demand for integrity-based
appraisal system is growing. On this note, large scale-attention is devoted to increase sense of integrity in
organizational practices by embedding vital values into human resources management practices. This article seeks to
analyze the increasing demand of ethical and fair approaches in personnel management, particularly in PAS. To state
the case clearly, study identifies the antecedent factors which inflame the need for sound ethical and justice in PAS.
Correlation between appraisal system, justice and ethical dimensions are statistically analyzed and theoretically
measured based on organizational justice and work character ethics theories. This, in turn serves as a proposed
framework to foster integrity in the implementation of PAS.

2. Reforms in the Malaysia’s Public Personnel Management

Scale of reforms introduced in public personnel management is pervasive. Reform endeavors to enhance the
effectiveness and efficiency of Malaysia’s civil service public delivery. The New Public Management (NPM)
principles has remarkably transformed Malaysian public sector into a goal-driven institution. The emergence of PMS
has led to the advancement in performance management agenda through the setting of performance objectives at
organizational, group and individual levels (Winstanley, 2000). In the case of Malaysia, recent PMS model witnessed
the launch of government transformation programme that holistically addresses organizational and individual
performance (Xavier, 2013). Transforming individual performance to a higher level indeed has become the focal
point. A strategic reform in the public personnel therefore is taking place and reform is directed towards merit
enhancement, thus linking performance with competency development, hence these two are closely associated
(Spencer & Spencer, 1993). Such practice was enunciated through the implementation of pay-for performance
system. This process starts with the setting of performance expectations and is followed with performance coaching,
performance review and appraisal. This provides clear direction to the employees in terms of effort, tasks and quality
under which is to be delivered (Rao, 2004) and subsequently, improves employee performance towards
pre-determined goals as set by the organization (Costelli, 1994 & Bacal, 1999).

Recent management paradigm has brought profound changes in the Malaysia’s Public Service Department (PSD).
The most prominent is the implementation of PAS that signifies a major shift from seniority-based assessment. In
1990s a remuneration policy which centered on performance management was introduced. Performance and
competency dimensions have been integrated into the New Remuneration System (NRS) since 1992 and improved
later under the Malaysian Remuneration System (MRS) in 2001. Embedded in pay for performance system, the MRS
introduced three components in appraisal system; Annual Work Target (AWT), Competency Level Assessment
(CLA) and Performance Appraisal System (PAS). The system not only assessing employees’ performance but it
fosters skill development through competencies framework. These three components were revised in 2012 that saw
the abolishment of CLA as one of the component in PAS. Nevertheless, PAS remain as a supporting tool directed
towards employee development.

Embracing this new approach without adequate knowledge and resources would invite more problems as
experienced by many countries including Malaysia. The MRS encountered number of problems, and the appraisal
system had been lamented due to poor instrument design and weak implementation. Mounting disappointments were
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expressed by employees due to inappropriate methods of assessments, rater error and inadequate performance
feedback, inaccurate rating, bias assessment etc (Arzmi, Wood, & Morris, 2004; Shukran, 2006; Rusli Ahmad, 2012;
Rusli Ahmad & Surena Sabil, 2012, Haslinda & Abraham, 2012). Discrepancy and deficiency in conducing the
appraisal process such as poor setting of AWT and inadequate performance feedback were among shortcomings
identified in the implementation of the MRS. Study by Dev Kumar (2005), reveals that 93 percent of officers
expressed the need for rater training, hence rater’s skill and motivation in conducting the appraisal had tremendous
impact on the entire process of appraisal system. Having fair and ethical supervision are vital to minimize
occurrences of malpractices in the implementation of PAS (Haslinda & Abraham, 2012), thus perceived justice could
be tremendously improved. Perceived justice significantly influenced employees’ acceptance and satisfaction in PAS
(Aziz Yusof, 2009; Thiyagarajan, 2011; Mazlan, 2012). Figure 1 presents the antecedent factors that draws attention
for integrity framework in the practices of performance appraisal system.

ANTECEDENT FACTORS JUSTICE AND ETHICS INTEGRITY
ANTECEDENT FACTORS The antecedents Increasing demand for
Bias Assessment factors correlates with the development of
Absent of Feedback ethics and justice integrity framework in
Rater Error dimensions the practices of
Poor instrument performance appraisal
Unfair Distribution system
Inaccurate Ratings
Inadequate Training

Figure 1. The Relationship between Antecedent Factors, Justice and Ethics in PAS

2.1 Justice and Ethical Concerns in the Practice of PAS

The whole scenario signifies that a strong foundation of personal assessment system needs to be reinstituted through
ethics and justice dimensions. These normative criteria are deemed important in array of human resources practices
(Plant & Ran, 2009). In the context of performance appraisal, an ethical approach helps performance evaluators to
assess employees objectively and accurately. Therefore, having an adequate opportunity to observe employees’
performance over the assessment period, having an evaluator who possesses judgment skills and ability to
communicate feedback, having a process that is free from judgmental bias, and setting clear objectives and goals
have been identified as important criteria for ethical performance appraisal (Sillup & Klimberg, 2010). In essence,
the presence of ethical management practices can eventually lead to a variety of desired outcomes (Pucetaik, Lamsa,
& Novelskaite, 2010).

Unfair and unethical practices has led to the arising concern on integrity of the system hence employees’
performance were not objectively assessed. Fairness in this context, reaffirms the importance of valence of outcomes,
adherence to rules, satisfaction with supervisor and fair processes in appraisal practices (Cohen-Charash &
Spector,2001; Thurston & McNall, 2010). Study by Farndale, Hailey & Kelliher, (2011) found that high commitment
performance practices such as greater involvement by employee in setting the target, frequent opportunities to
discuss performance and feedback significantly influence employees’ perceived level of justice. Fairness therefore,
perceived to be an important criterion in judging its effectiveness in an organization with different affective
consequences towards employees’ attitude and behaviour (Erdogan, 2002; Thurston Jr & McNall, 2010). Justice in
this context can be conceptualized into three dimension notably procedural justice, distributive justice and
interactional justice. Concern over justice substantially brought ethical dimension into the limelight as these two are
related (Singer, 2000; Newman, 1993). Ethical approach helps performance evaluators to assess employees
objectively and accurately (Sillup & Klimberg, 2010).
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3. Methodology and Results
3.1 Research Instrument and Sampling

The study employed quantitative techniques to measure correlation between variables namely practices of PAS,
justice and ethics. Questionnaires were distributed to one of the public agencies in Malaysia. It comprises of four
sections namely demographic, justice and ethical dimensions and practices of PAS. Guided by organizational justice
and work character ethics theories, nine items were developed to measure PAS practices, 19 items for justice
dimensions encompassing procedural, distribution and interactional justice dimensions and seven items were design
to measure the ethical dimension. Employees feedbacks were assessed using five likert scaling ranging from strongly
disagree (1) to strongly agree (5). Internal consistency test is conducted to measure the reliability of the research
instrument as the coefficient alpha provides a good estimate of reliability (Nunally, 1967). The reliability coefficient
for all three constructs was .875, .913 and .883 for PAS, justice and ethical constructs respectively. This is an
acceptable level for internal reliability (Cramer, 1994).The convenience sampling techniques was used and 550
questionnaires were administered to one of the public agencies in Malaysia and 412 questionnaires are used in data
analysis. The response rate is 74.9 percent and this percentage exceeds the minimal level of acceptable response rate
(Babbie, 1999).

3.2 Demographic Data

Approximately, out of 412 respondents, 75.4 percent are male and 24.6 percent are female respondents. In terms of
service group 88 percent are from support group and less than 15 percent come from the professional and
management group. Meanwhile, 42 percent of the respondents have been serving the institution for 1 to 5 years, 16.7
percent between 11 to 15 years and 30.7 percent of respondents have been working for more than 16 years. Their
duration of service signifies their level of understanding and awareness on the issues concerning the practices of
PAS.

4. Discussion

A descriptive statistical analysis in the form of mean, standard deviation, minimum-maximum values and correlation
is used to measure variables under studies and the result is shown in table 1.

Table 1. Descriptive Statistics of Mean Scores, SD, Min-Max Values and Correlation for Justice, Ethics and
Practices of PAS

Variable n Mean SD Min Max 1 2 3
1. JUSTICE 412 3.696 0.511 1.74 5.00 1 719 673

2. ETHICS 412 3.756 0.593 1.00 5.00 719 1 576
3. PAS 412 3.698 0.609 1.00 5.00 673 576 1
n=412

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

Notes: 1=strongly disagree, 2=disagree, 3=neutral, 4=agree and 5=strongly agree

Table 1 shows the descriptive statistics for all constructs measure in the questionnaire. For all three constructs, on a
scale one to five, majority of respondents choose scale 3 and 4 as the most preferable answer with mean 3.69 (SD=
0.511) for justice, 3.75 (SD= 0.593) for ethics and mean 3.69 (SD= 0.609) for PAS construct. For justice construct,
there exist enough evidence to say that the assessment as a whole met justice requirements. However, the minimum
and maximum values signifies the opposing views which can be explained as unfair practices in PAS based on
individual experiences. Similarly, the average mean value for ethical dimension implies that assessor in general has
demonstrated a moderate level of work character ethics in appraisal, albeit few failed to do so. Finally, responses
obtained for PAS construct reveals that varied respondents’ opinion on the practices of PAS. The minimum score of
1.00 indicates that the implementation of PAS was not fully adhered to the right practices in which ethical and justice
dimension was partially unmet.

Pearson correlation analysis is performed to determine the association between ethics, justice in the context of PAS.
This analysis calls for understanding the direction of the association, the degree of association and its strength
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(Creswell, 2005). As shown in the table, the practices of performance appraisal system are positively correlated with
justice and ethical dimensions at .673 and .576 respectively. As such, the practice of PAS is moderately associated
with justice and ethics. On top of that justice and ethics are highly correlated at .719, thus confirms the relationship
between these two as explained by Singer (2002). Positive and significant relationship between these variables
signifies the importance of justice and ethics in appraisal system. The right process and procedure follow in the
implementation would strengthen perceived justice and ethics in the practices of PAS. In contrast, flaws in the
implementation of PAS would produce the opposite outcomes.

Therefore, it is worth noting that the instrument used and the process followed must be properly done if justice and
ethical practices of appraisal system is to be upheld. Due emphasis on these elements in appraisal practices is
indispensable for effective implementation of PAS and to many other positive outcomes in organizations. Study by
Thurston Jr and McNall (2010) confirms that justice perception of performance appraisal practices has influenced
employees’ reactions toward their work, supervisor and the organization as a whole. It also produces satisfaction
both in job and organizational-related matters. The research findings therefore reaffirm and predicate the importance
of justice and ethics in the implementation of PAS in the Malaysian context and presumed these two dimensions as
pre-conditional factors for enculturation of integrity in PAS.

4.1 Towards Developing Integrity in the Practices of Performance Appraisal system (PAS): An Integrated
Framework of Analysis.

Flaws in the implementation of PAS have exacerbated disappointment over the system. Apprehension towards the
appraisal system mirrored the unsuccessful implementation of PAS since inception. Apparently, inadequate
recourses, poor understanding, weak employees’ commitment, rater error, absent of adequate training and unfair
assessment have bedeviled the system. Those weaknesses have been identified in the NIP. As far as integrity is
concern, lack of transparency, system and procedural weaknesses, etc are among factors that lead to the deterioration
of integrity (NIP, 2004). The crux of the problem therefore need to be properly addressed and such calls in line with
integrity plan so as to introduce a more effective, rational and fairer evaluation system to evaluate performance of the
employee (NIP, 2002) thus support the second target of NIP which is to improve the delivery system in the public
service and competency of all civil servants (Hana, 2014).

The NIP set five priorities in its early phase and those integrity targets continues with some modifications in the third
phase of NIP. Among those are fighting against corruption, malpractices and abuse of power, increasing efficiency of
public delivery system and overcoming bureaucratic red tape, enhancing corporate governance and business ethics,
strengthening family institution and finally, improving the quality of life and people’s well being (NIP, 2004). This
comprehensive plan covers eight components and set different strategies to achieve it. Public administration as one
of the components in the NIP sets integrity agenda for the administrative institution. Here the role played by the
public sector is crucial in strengthening the principles of transparency, accountability and good governance, thus
enhancing integrity of public service machinery. The attainment of these objectives is possible through five strategies
namely strengthening the effectiveness of good governance, enhancing the effectiveness of public service delivery
system, conducting awareness campaigns to wipe out corruption, malpractices and abuse of power and enhancing
integrity, strengthening the administration of justice and finally, strengthening Human Resource Management
(HRM).

Numbers of strategies are put forward to embed integrity in HRM. Of particular importance is the need to introduce a
more effective, rational and fairer evaluation system to evaluate performance of the employee. These initiatives are
critical in order to identify weaknesses, undertake re-evaluation, introduce quality improvement measures, reduce
bureaucracy and adopt a more effective approach of continuous evaluation (NIP, 2004). Questions arise as to what
are the future standards to comply with for integrity to take place? This article argues that the integrity of PAS could
be improved and enhanced via ethical and justice dimensions.

Ethics in this context can be specifically measured based on work character ethics. This derived from ethics
management theories which give emphasis on the needs to integrate ethics in management practices. Integrating
ethics in decision-making is fundamental because of the following reasons: a) the costs of unethical workplace
conduct, b) the lack of awareness of ethically questionable, managerial, role-related acts, c) the widespread erosion
of integrity and exposure to ethical risk, d) the global corruption pressures that threaten managerial and
organizational reputation, and e) the benefits of increased profitability and intrinsically desirable organizational order
(Petrick & Quinn, 1997). At the end of the day, an organization that suffers from the lack of ethical awareness will
encounter various problems such as waste use of resources, decline in motivation among employees and low
integrity.
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Exhibiting ethical integrity in management can be explained by four theories of ethics namely system development
ethics, virtues ethics, teleological and deontological. Basically, system development ethics theories support
continuous improvement of moral progression through the exchange of internal and external resources within and
between organizations. This is somewhat similar to the open system framework, a model designed in modern
organizational theory. It comprises of three levels, namely personal or individual level, organizational and extra
organizational ethics. The second branch of management ethics is virtue ethics theories. They stressed on personal
development of noble traits and characters. In recent years, several philosophers have proposed that ethics should
pay attention to decision-making by persons of good character that is, a virtuous person. A virtuous person possesses
intellectual virtues that enable him to be wise, knowledgeable, capable of understanding, courageous and truthful
(Birsch, 2002). Virtue ethics idea descends from the classical Hellenistic traditions represented by Plato and
Aristotle in which the cultivation of virtuous traits of character is viewed as morality’s primary function (Beauchamp
& Bowie, 2001, p. 33). This theory highlights the importance of a person’s intention, inclination and virtue for moral
and ethical acts. Good intentions will normally result in beneficial outcomes which in return enhance ethics and
integrity in management (Hosmer, 2003, p. 97). In short, the overall system of performance appraisal can function
effectively if the system is run by virtuous individuals. A manager with a virtuous character is deemed important in
conducting a fair performance appraisal. One of the components of virtue ethics is work character ethics. A good
characters must be developed in the workplace. This component of virtue ethics emphasizes the development of
noble traits at the workplace especially for managers. In order to maintain good manager-subordinate relations, an
appropriate work character ethics is crucial. This includes competency, honesty, fairness, trustworthiness,
cooperativeness, supportiveness, etc. In this regard, effective functioning of performance assessment system is only
possible if the process is carried out by a virtuous manager (Petrick & Quinn, 1997, p. 51-53).

The notion of justice has an interesting place in a variety of organizational structures and practices. A vast amount of
literature on justice has dominated the study of HRM practices in general and the appraisal system in particular
(Greenberg, 1990; Charash & Spector, 2001; Ambrose & Cropanzano, 2003; Roch & Shanock, 2006; Ambrose et al.,
2007, Erdogan, 2002; Farndale et al., 2011). Ideally, justice is originated from two management ethics theories
namely deontological and teleological ethics theories. These two represent major approaches in philosophical ethics.
These normative approach defend basic moral norms by determining ‘what ought to be done’ in practice and focus
on the inherent human desire for justice, liberty, dignity and respect (Beauchamp & Bowie, 2001, p. 7; Hosmer, 2003,
p- 90). Teleology is derived from a Greek term that means outcome or result. The most influential philosophers in
this discipline are Jeremy Bentham and J.S.Mill (as cited in Hosmer, 2003, p. 95). Within this stream, teleological
ethics thinkers claim that the moral character of actions depends on the simple, practical matter of the extent to
which actions actually help or hurt people (White, 1993, p. 4). As such, teleological ethics theories maintain that
good ends and/ or results determine the ethical value of actions (Petrick & Quin, 1997, p. 47).

In contrast, deontological ethics theories focus on means rather than ends. Actions are either right or wrong
regardless of the outcome. The word “deontology” relates to the Greek term “deon”, which refers to the duties or
obligations of an individual, which depend upon the intentions of the person making the decision or performing the
act (Birsch, 2002; Hosmer, 2003, p. 97). Immanuel Kant is the most influential of deontological philosophers.
Deontological ethics theories maintain that responsibly fulfilling obligations, following proper procedures, “doing
the right thing”, and adhering to moral standards determine the ethical value of actions (Petrick & Quinn, 1997).
Deontologists believe we should look at the reasoning that precedes the action to determine whether it is good or evil
(Birsch, 2002). Ethical behaviour based on deontological principles conforms to principles of justice (Newman, 1993,
p. 115). Among the major types of deontological ethics are negative and positive rights theories, social contract
theories and social justice theories.

The social justice theory expounds the concept of ‘justice’ and ‘fairness’. Rigorous analysis on organizational justice
theory is possible by looking into different forms of justice namely distributive justice, procedural justice and
interactional justice. The notion of justice has expanded and evolved into several dimensions. Deeply-rooted in social
justice theory, the idea of fairness and justice in the workplace has been developed and adjusted accordingly to fit
into organizational functions. Initial concerns of justice as promulgated by social justice theories (distributive theory,
equity theory and relative deprivation theory) were derived to test principles of justice in general social interaction
and not organizations in particular (Greenberg, 1990). Prior to the development of organizational justice theory,
scholars devoted more attention on the issue of distributive justice. Their ideas were much influenced by Adam’s
work on equity theory. Derived from Adam’s equity theory, the distributive justice idea compared the ratio of their
perceived work outcome to their own perceived work input (Greenberg, 1990). Distributive justice addresses the
outcome or incentives received by employees in return for their efforts and contributions. From the justice point of
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view, the outcome should be equivalent to the input. Considerable attention is given to the allocation of
organizational resources. Accordingly, different rules of fair allocation must exist in exhibiting distributive justice.

Inadequacy in distributive justice in a variety of work setting has led to the emergence of procedural justice. Explicit
concerns in the process used in determining the outcome have been adequately explained in procedural justice.
Outcome decision is contingent upon procedure. As such, fairness in means used to derive at those outcome is vital.
In turn, procedural justice contributes to a decision-making context that supports the development of moral intent
(Newman, 1993, p. 117). Earliest works were done by Thibaut and Walker. Indeed, Thibaut and Walker empirically
examined Rawls’s basic premise in their seminal work on procedural justice (Schminke, Ambrose, & Noel, 1997).
Focused on the legal setting process, the study revealed that a just procedure exists when disputants have larger
control over the process used to resolve those conflicts (Thibaut & Walker, 1975). Using control theory, Thibaut and
Walker explored that employee involvement in the decision-making process and their control over the outcome
influences their perception on procedural justice (Thibaut & Walker, 1975, p.  89). To explore more on procedural
justice Leventhal (1980) generates general guidelines on procedural justice that are more applicable in non-legal
settings. As highlighted by Leventhal (1980), several rules for determining the fairness of procedure are consistency,
bias suppression, accuracy, correctability, representativeness and ethicality (as cited in Rumold, 2010). Greater
understanding on procedural justice can also be found in the works done by Lind and Tyler (1980). Based on a
group-value model, they argued that individuals have a desire to be a valuable member of their group and a fair
procedure is desirable because that indicates that individuals are valued.

Recent advancement in organizational justice theory has led to the development of interactional justice. The third
facet of OJT emphasized the quality of treatment received by employees during the process (Bies & Shapiro, 1987).
Introduced by Bies and Moag (1986), interactional justice has generally been conceptualized as part of procedural
justice (Cropanzano & Greenberg, 1997; Folger & Konouvsky, 1989; Lind & Tyler, 1988) (as cited in Ambrose et al.,
2007). Perceptions of procedural justice were enhanced only when explanations were believed to be adequately
reasoned and sincerely communicated (Greenberg, 1990). This type of justice consists of four dimensions:
truthfulness, justifications, respect and propriety (Bies & Shapiro, 1987). Later, Greenberg has suggested that
interactional justice can be divided into two components, namely interpersonal justice and informational justice.
Respect and sensitivity of supervision refer to interpersonal justice while informational justice put emphasis on
justification of decision made by the supervisor. Focusing on the interaction between employee and supervisor, this
dyadic relationship has been further discussed in the exchange theory (Roch & Shanock, 2006).

The emergence of several dimensions of justice marked the importance of this theory in organizational context.
Substantial interest in the issue of fairness the organization has encouraged scholars to conduct rigorous studies and
apply the principle of justice in the context of organization. Its effects are so profound especially on employees’
behaviour and attitude. Justice research has begun to explore the interdependence of justice perceptions and
behaviours (Barclay, 2005). Thus, by using organizational justice theory as a framework of study, a big number of
research has been carried out to improve understanding on justice in the various levels of management, especially in
HRM. Assessment of fairness in organization can be evaluated from three variables; distributive justice, procedural
justice and interactional justice. These prominent types of justice is highly correlated but they produce different
effects on employees’ attitudes and behaviour (Cohen-Charash & Spector, 2001; Colquitt, 2001; Colquitt et al., 2001;
Thurstun & McNall, 2010; Greenberg, 1990; Erdogan, 2002; Ambrose et al., 2007, & Karen & Till, 2011).

Undoubtedly, this theory provides useful explanation in various organizational phenomena (Greenberg, 1990). The
organizational justice theory therefore has been framed to explain the wider role of justice in an organization. This
includes the role of fairness in human resource management. Hence, employees’ right is secured by justice (Rawls,
1971). Concerns about justice in human resource management are always associated with the application of
performance assessment. According to Thurstun and McNall (2010) and Erdogan (2002) justice perception are useful
in explaining employees’ reactions in a performance appraisal context. Higher justice perception would lead to a
high possibility of successful implementation of the assessment process (Rumold, 2010). In this regard, the
organizational justice theory provides a holistic view on social interaction and structural forces of the appraisal
system.

Figure 2. summarizes multiple theoretical dimensions that conceptually form the integrity standards that can be
complied in the implementation of PAS
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Figure 2. An Integrated Framework of Analysis

Figure 2. presents framework of analysis using organizational justice and work character ethics theories. This
integrative framework of analysis is proposed to measure the relationship between justice, ethics and integrity in the
practice of PAS. It is pertinent to note that these two theories are chosen because it covered the entire facets of
appraisal practices in the Malaysian context. By combining justice and ethics, this study intends to raise ethical
sensitivity and awareness from the perspective of integrity, thus what constitutes integrity could be properly outlined.
This conceptual paper aims to show that the establishment of integrity in the assessment context could be
materialized through organizational justice and work character ethics theories. Thus integrity-based management
could be established.

5. Conclusion

Malpractice in the implementation of PAS has become a long-standing issue in the Human Resource Management
(HRM) practices, amid improvement done by PSD. Increasing demand for effective PAS is apparent ever since the
implementation of PAS in 1992. Since inception, the implementation of PAS plagued with number of problems
ranging from rater error, poor design, bias assessment to unfair distribution of rewards. In short, the implementation
of PAS was not well-received and negatively perceived by employees. Research on PAS has extensively been carried
out and many have viewed these flaws constraints on the effectiveness of PAS. Poor instrument and weak
implementation are among setbacks transpired in the PAS practices. A preliminary quantitative analysis revealed that
the practices of PAS indeed positively correlated with the dimensions of justice and ethics. As such, those grievances
closely related with justice and ethical dimensions. By minimizing problems, sound ethical practices and justice
could be re-instituted and lead to increase effectiveness of PAS.

Sole emphasis on ethics and justice would not suffice. Beyond effectiveness, the PAS should be implemented with
high integrity. Justice and ethics are building blocks towards integrity. Integrity indeed, is seen as a holistic
framework that would ingrain ethical practices and fairness in PAS. This preliminary analysis is anchored on the
argument that the presence of justice and ethics are substantially related with the establishment of integrity in the
PAS practices. This argument has extended the role of justice and ethics in HRM practices, hence it would not only
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improve the effectiveness of the system but embolden integrity in human resource management practices.
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