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Abstract:
The goal of the present research was to examine diganizational support and organizational commitime
influence the relationship between developmentafopmance appraisal and the employees’ Organizakion
Citizenship Behavior. A number of 217 formal emmeg working at Gas Company in Gilan, Iran with grde
of diploma and beyond were selected to answer atigum@aire in a stratified random manner. The nesea
method was a cross-sectional survey type (struatgrzation model). Research instruments adoptéusrstudy
included Questionnaire of Developmental PerformaAppraisal (Kuvaas, 2007), perceived Organizational
Support scale (Rhoades, Eisenberger and Armelil)2@rganizational Commitment Questionnaire (Baifou
and Wechsler, 1996), as well as Organizationak&iship Behavior (OCB) Questionnaire (Lee and Adlen
2002). To evaluate the suggested model, strucagabtion modeling through PASW Statistics22 and &mo
Graphics21software were utilized. Moreover, the indirect effe were tested by Bootstrap procedure. The
results revealed that the research suggested nemjieyed a good fitting with data. The findings doext
support direct path of developmental performangeaipal on OCB .The research findings showed tiditect
path of developmental performance appraisal, orgdional commitment and organizational citizenship
behavior was meaningful, while the indirect path defvelopmental performance appraisal, organizaltiona
support and organizational citizenship behaviorensst supported. Eventually, Implications and diogs for
future research are discussed.
Keywords. Developmental performance appraisal, organizational support, organizational commitment,
Organizational Citizenship Behavior, mediation model

1. Introduction:

During recent years, researchers of human resobegsconducted numerous studies regarding theoredaip
between human resource management(HRM) practic@oaitomes at the level of individuals, employees’
perception of effects of human resource systemsheir attitudes and behaviors (Kuvaas, 2007; Kekoe
Wright, 2013; Trumbly et al. 2010; Alfez et.al. Z)1Because of the strategic importance of humaouree
development and the strategic role of alignment ragnemployees’ knowledge, capabilities and skillsaas
competitive advantage source (Toracco & Swanso85).9he effects of developmental human resourde) (H
practices on employees’ organizational citizendtgpavior (OCB) have been examined in the presassareh.

In this paper, we are concerned with the relatignbletween Developmental performance appraisal (@)
employees’OCB. We examine the effects of developgatgrerformance appraisal that enhances employees’
OCB hy providing greater organizational support arginizational commitmentVe also used social exchange
theory for understanding the relationship betwBewelopmental PA and employees’ O@Bd tosuggestions
that organizational support and organizational ciimemt may be a significant element in the linkvizen
Developmental PA and OCB. So that it can contribtitea further understanding of the antecedenBGBs.

Influence of developmental performance appraisal on organizational citizenship behavior

Despite considerable advances in recent yearsrinmaierstanding of how human resource managemd¥ijH
might be linked with favorable individual and orggational level outcomes (Alfez et. al.2013; Huddlb95;
Wright et .al.,2005; Delaney&Huselid,1996; Becker Gerhart,1996), More recently, however, scholars
examines individual level outcomes namely emplopegeceptions of an organization's HRM system, as
employee perceptions of HRM practices may be ptedicof individual attitudes and behaviors. Thivésause
the way employees experience or perceive their @ept’ HRM strategies influences their attitudesl an
behaviors (Alfez et. al.2013).

Performance appraisal (PA) is often considered oh¢he most important developmental human resource
practices thaits use is very widespread tod@oswell & Boudreau, 2000; Levy& Wiliams, 2004).rRemance
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appraisal has been defined as a process of idetiifn, assessment and development of individuals’
performances for achieving individual and organdradl goals (Dessler, 2007). A majority of researshand
authors have suggested two major aims to employpesformances appraisal; the first of which is
administrational which is performed to assess theiformances for making such decisions as allogatward,
increasing salary, giving a job promotion, transios or decreasing their ranks. The second goal is
developmental by which the employees’ strong andkwgoints’ determined, an opportunity for performan
feedback is created for them and eventually anangh with administrators is facilitated (Clevelaadiurphy

and Williams, 1989; Tziner, Joanis and Murphy, 20B@yan, Gerhart& Park, 2000). The ultimate goal of
performance appraisal is to improve performancéhatlevel of individuals and organizations consexjye
(Bohlander, Sherman & Snell, 2000; Rayan, Gerhe®adgk, 2005).

With the importance of performance appraisal giv@meral organizations have declared their digaatien
with the existing performance appraisal system holdl the view that a majority of performance apgahi
systems fail to create motivation among employeatsieading them through development (Fletcher, 2001
2002; Kuvaas, 2007). In Felcher’s view (2001), steding of discontent may serve that performamueraisal
system had failed to be as a mechanism for indal&limprovement. One crucial factor in illustragithe issue
is that performance appraisal systems overemphdbizeevaluating aspect (administrative applicatiof)
evaluation, underestimating their developmental liegfions. Consequently, the research trend and
implementation of performance appraisal has mowgdyafrom evaluation and psychometrics issues toward
motivational and developmental themes (Levy& Wil@rR004; Kuvaas, 2007; Felcher, 2001; Milward, 2005

In spite of the fact that individuals’ performanoeprovement and development is considered as aoriamut
goal of performance appraisal (Bohlander, Sherm8n&ll,2000,Rayan,Gerheart & Park,2005; Youngcouut a
et.al. 2007; Kuvaas,2007), few research has beetucted regarding developmental performance app(Ris)
which results in individuals’ motivation and impement (Felcher,2001; Boswell W R., Boudreau,2002;
Kuvaas,2007). Developmental PA is related to atgngit made to improve individuals’ attitudes, expeces
and skills leading to their performance improvemamt potentially creates motivation and commitneagrihe
workplace (Kuvaas, 2007). Robert & Reed (1996) haweoduced three components for developmental PA
involving goal-setting, participation and perforrosanfeedback. Goal- setting refers to the extenwhich
employees perceive their performance goals as belegr, challenging, relevant and understandable.
Performance feedback refers to the extent to wiioployees experience appreciation for performaaedifack
being perceived as clear, relevant and understémdabese perceptions represent some of the masirtemt
underlying mechanisms used to explain how goalingetand feedback, which are key developmental PA
activities in organizations, can develop employegtivation, commitment, performance and OCB (Kuvaas,
2007).

Numerous researches have been conducted on thaigbtele of developmental PA in employees’ ati#uand
performance improvement. Regarding this, a metdysisastudy has been done by Jawahar & William®7)9

in which they examined data collected from a nund§&?2 studies and found that administrational ajgat was
done more lenient than developmental appraisah wie first as having less precision. Almost 70%taf
participants in the study done by Cleveland andle{1989) asserted that the appraisal made wijbad of
developmental application exerted more influence. A matter of fact, many of the respondents prderr
developmental usage such as career planning, éolugatd development over administrative usage. |18ipj
Dipboye,& de Pontbriand(1981) showed that employaespt appraisal system and feel satisfied within it
emphasizes their development and performance irepremt. Based on Boswell & Boudreau (2000, 2002),
whenever the developmental goals of performanceaégg are emphasized, employees’ feelings will be
improved in order to do appraisal. Moreover, treeegch done regarding 360°-degree appraisal hagmsiat
the appraisal made with an aim of development s lxonsidered as more positive from the partitgdan
perspectives. On the basis of theory and reseagarding performance appraisal, the developmeotaponent

of performance appraisal is regarded as a pospiredictor of satisfaction with performance appraisa
(Cleveland et al.1989, Pettijohn. and d’Amico, 200thus, in theory, developmental performance appta
fulfils employee needs and therefore generatesrédle attitudes and that result in job behavioranithe
viewpoint of the authorities, whenever employeesept appraisal system, feel satisfied with it aadigrmance
appraisal process is accurately implemented, systemm will influence their development and perfonca
improvement (Kuvaas, 2007; Pettijohn. and d’Ami2001; Boswell& Boudreau, 2000). On the basis of the
issues mentioned above, the following research tygsis can be stated:

Hypothesisl: Perceived devel opmental performance appraisal is positively related to organizational citizenship
behavior
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The mediating influence of organizational support and organizational commitment in relationship among
developmental perfor mance appraisal and OCB.

Although empirical findings have generally suppdrtiee notion that HRM practices are associated paiitive
individual and organizational outcomes, more rdgecdbmmentators have sought to explore the mechanis
through which HRM practices are linked to indivilaad organizational outcomes. Moreover, the thézake
model that depicts the relationship between HRMctiras and performance introduced by Guest (1997)
suggests that employee perceptions of HRM praclé&@s to outcomes which are attitudinal, whichumtlead

to behavioral outcomes such as OCB and performgkléez et. al.2013).As mentioned, Guest (1997) ssggd
that attitudinal variables link HRM practices wigmployee behaviors. Two such attitudinal varialhes have
been explored in the extant literature are orgdio@al commitment and organizational support.

Perceived organizational support (POS) refers tpleyees’ perception of the organizations’ commitign
them and reflects their beliefs about the extenwiich the organizations value their contributicarsd care
about their well-being (Eisenberger et. al., 19&g)cial exchange theory suggests that workers vehcepve a
high level of organizational support will feel abligation to repay the organization through positattitudes
and appropriate behaviors (Eisenberger et. al.0J1%revious research suggests that perceived iaegemal
support can mediate the relationship between hussource management practice and work performance.

Allen and et al. (2003) and Meyer & Smith (2000ported the mediation role of organizational suppothe
relationship between human resource managementiqerand organizational commitment. However, Snap &
Rodman (2010) failed to represent any evidence hen nhediatory effect of organizational support i th
relationship among human resource management ggaciitizenship behavior and performance. Waynal.et
(1997) found the positive relationship both betwg@eomotion and developmental experiences and discus
that development opportunities are sings of tha fhat organizations value workers’ contributions.
developmental HR practices may be viewed as siggdhtent for long-term investment in employeest tha
obligates them to respond with discretionary rohdvior (Sun, Aryee, Law, 2007 and Alfez et. al:201
Eventually, on the basis of a meta-analysis stiRlypades, Eisenberger and Armeli (2001) supported th
relationship between human resource managementiqeraand perceived organizational support. Theyp als
support a positive relationship between POS arfdrdifit measures of performance .Consequently oflening
hypothesis can be made:

Hypothesis 2: the relationship between perceptions of developmental performance appraisal and organizational
citizenship behavior is mediated by POS,

A common agreement existed in the literature ofnizational commitment is that a high level of pemfance
and productivity is achieved whenever workers aoenmitted to their organizations, feel proud of the
organization members and believe in the organimativalues and goals (Balfour and Wechsler, 1980ch
viewpoint has been expressed on the basis of S@&oiehange Theory. It is argued that employees gain
advantage from organizations, they feel committedepay for it and attempt to compensate for theebts
gained from organizations (Kuvaas, 2008).

Several studies have supported the positive raiship between human resource management practite an
organizational commitment (Meyer et. al.1989; Me&eBmith, 2000; Paul &Ananteraman, 2004; RikitaD2]

For instance, Kehoe & Wright (2010) found that efifee organizational commitment partially mediaths
relationship between human resource managementiqeraand citizenship behavior. While, Kuvaas (2008)
failed to provide necessary experimental suppaorttiie relationship among developmental human resour
management practices, turnover intention and wagkfopmance with their being mediated by affective
commitment. Meyer & Smith (2000) made an attemptexamine the relationship between developmental
human resource management practice (e.g. trainipgri@rmance evaluation and career development) and
organizational commitment showed that developmédnialan resource management practice was meaningfull
correlated with normative and affective commitmenhile there was no meaningful relationship between
continuance commitment and developmental humaruresonanagement practice.

On the other hand, research has shown that highslef organizational commitment is correlated vgtich
positive outcomes as job satisfaction, work perfamoe, higher motivation and a less tendency toeleeork.
Somers & Birnbaum (1998) revealed that affectivengotment was positively correlated with task perfance
while there was a negative relationship betweenicoance commitment and task performance. Balfout a
Wechsler (1991) attempted to examine antecedentoartomes of organizational commitment (perforneanc
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and productivity). The results showed that thers waositive relationship between identificatiarternalized
commitment and in-role behaviors. Generally, prasioesearch shows that developmental performance
appraisal, both directly and through some attitadivariables involving organizational commitment asl|
influence employees’ task performance. Consequethityfollowing hypothesis can be developed:

Hypothesis 3: The relationship between perceptions of developmental performance appraisal and organizational
citizenship behaviois mediated by organizational commitment.

POS
Developmental PA
OCB
Organizational
commitment
Figure 1: research conceptual model
2. Resear ch methodology:

Regarding its applied goal and concerning dataectitin method, the present research was a crosersdc
survey and of structural equation model type (Sdintzazarghan & Hejazi, 1997). The research varg@able
included developmental performance appraisal agmdependent variable, task performance and citlipns
behavior as dependent variables as well as org#omiza support and commitment as mediation vargblde
statistical population involved all formal emplogeeorking at Gas company in Gilan province, Irarowtere
selected using stratified random sampling methaih(b proportional to sample size) held diploma degand
beyond. The sample size was estimated to 240 eegdoysing the Cochran’s sampling formula. To reacte
confidence, a number of 250 questionnaires werkiltlised, among which a number of 217 questionsaire
completed by research participants were colleatétth, the questionnaire return rate being .87.

2.1 M easur es

Developmental performance appraisal: Perceptions of Developmental performance apfdraisee measured
with a ten item scale by Kuvaas (2007). The al@tiability coefficient for scores on these itemsswé4. Two
sample item were “Provides me with information aborganizational goals? Feedback | receive agrads w
what | have actually achieved?” The respondentd ase-point Likert-type scale to indicate theiregment (1 =
strongly disagree and 5 =strongly agree) with each of the items in these scales 93).

Perceived organizational support (POS: Employees completed a short version of Perceiveghi@zational
Support scale (Rhoades, Eisenberger and Armelil)20e used the eight items of the POS scale. Eyapko
indicated their degree of agreement to these itemsseven-point ranging from "strongly disagree" {d)
"strongly agree" (5)o= .83).

Organizational Commitment: Organizational commitment was measured using th#esh OCS developed by
Balfour and Wechsler (1996). Example items inclt\at this organization stands for is importantrte” and

“I feel like ‘part of the family’ at this organiziain.” The respondents used a 5-point Likert-typalesto indicate
their agreement (1 strongly disagree and 5 =strongly agree) with each of the items in these scales (84).
OCB. Supervisors also completed the 16-item measu@C8 published by Lee and Allen (2002), indicating
the extent to which they agreed with statementsiatheir subordinates’ behavior. The respondergsl as5-
point Likert-type scale to indicate their agreem@ntstrongly disagree and 5 =strongly agree) with each of

the items in these scales=(.84).

2.2. Data analysis strategy:

To assess the research suggested model, the sfuetiwation model and Maximum Likelihood method vi
PASW statistig, as well as Amos Graphigssoftware package were used. To determine theefivden the
suggested model and collected data, such as fiargss indices as Chi square, CMIN/DF, CFA, GFA,, TEI
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& RMSEA were used. In order Mediation Effects tegtregarding, Bootstrap procedure together witlaétrer
&Hayes’ (2004) Macro Program were adopted.

3. Resear ch findings:

Mean and standard deviation and correlation caeffts among variables were calculated via PASWistitzt
22 software package, the results of which have lsbemn in table 1. Mean and standard deviationesctor
the Variables were obtained, respectively as fallow

Table 1: Means, Standard Deviations, CorrelatiotriMaf Variables

Variables Mean SD 1 2 3 4
1- Developmental performance appraisal 3.68 0.69 .
2- Perceived organizational support 3.1 0.64 0.56** -
3- Organizational Commitment 3.8 0.68 0.617* 0.62% -
4-0CB 4 0.60* 0.09 0.15* 0.16* | -
P <0.01/ ** P <0.05 *

The above table showed that developmental perfazenappraisal was positively and meaningfully cated with
employee organizational support and commitmentjenttihad a positive and non-significant relatiopskvith
employee citizenship behavior. Moreover, organirel support and commitment had a positive & sigaift
relationship with citizenship behavior.

Table 2: fithess indices of research suggested Imode

Model X? df | X% df CFA GFI NFI TLI IFI RMSEA

Structural Model| 5.8 5 1.16 0.99 0.96 0.98 0.99 0.99 0.02

To evaluate the research suggested model, theiwsiequation model together with Amos Graphics@ftware

package were used. Indices of fithess between dlggested models and data have been reported ia fabl
Concerning the research suggested model, theataihi square over degree of freedom was lowerh&. dxtent of

RMSEA was obtained less than 0.1. The extent ofrttliees GF, NFI, IFI & CFl were obtained near 1.

Figure 2: Path Coefficients in the research suggestodel

Path coefficients in figure 2 represent a confiioratof the direct paths of developmental perforregaappraisal

with organizational support and organizational caommant as well as the path of organizational suppmd
commitment towards employees’ citizenship behavitowever, such coefficients reject the direct paihsong
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developmental performance appraisal, citizenshipabier. Figure 2 shows the path coefficients in thsearch
suggested model. To test indirect effects and terdene the significance, Bootstrap procedure (Ehrea& Hayes’,
2004 and 2008) was used. Results of indirect effeate been presented in table 5.

Table 3: Results of Bootstrap Test for analysimdirect effects

Paths Confidence SE Bias boot Data
Intervals
Lowe | Upper
r
Developmental PA & POS -0.04| 0.15 | 0.04| -0.001 0.07 0.07
—»0OCB
Developmental PA —» commitment 0.06 | 0.18 | 0.04] 0.0009 0.09 0.09
—»0OCB

The confidence interval for the first paths in @aBlrepresent the existence of zero at this inltetivas rejecting the
indirect relationships in these paths(Developmepfato POS and OCB). While the confidence intefaalthe path
(developmental performance appraisal to organi@atioommitment and OCB) in table 3 represents nastence
of zero, thus confirming the indirect path. Regagdthis interval, the confidence level was 0.95hwihe number of
resampling being as 5000.

4, Results:

Several models of human resources management gagaaiggest that such practices exert their infleron
employees’ behaviors and performances through taftecheir attitudes (Bagozi, 1992; Guest, 1997feAlet.
al.2013). In order for performance appraisal (PA) positively influence employee behavior and future
development, employees must experience positiveagah reactions (Celevland, and Murphy 1995, Kgy2807).
Thus, there is general consensus among PA resesrahd practitioners that assessment of appraisations is
important (Keeping and Levy, 2000). The presentaesh was conducted with an aim of examining thdiatien
role of organizational support and organizationaimmitment in the relationship between developmental
performance appraisal and OCB among Gas companiogeds in Gilan, Iran. The research findings sufgzbthe
mediation role of organizational commitment in thé&ationship between developmental performanceaiggrand
citizenship behavior. Such research results werggreent with those of done by Yung (2012), in whitle
mediation role of affective commitment in the redaship between human resource management praaiods
employees’ citizenship behavior was examined. Tliuss suggested that, in order to develop citibgmsat
organizations, the policy-makers should implementetbpmental performance appraisal in such a walyitican
increase employees’ organizational commitment e fivor of organizations.While the research fingimd not
support the mediation role of organizational supparthe relationship between developmental peréoroe
appraisal and OCB. These findings were congruetit thiose of done by Kuvaas (Kuvass, 2007; Kuva@88R
Non-existence of the mediation relationship may dwee to lack of any significant relationship between
developmental performance appraisal and employeB (®&urning to table 1: the non-significant redatship in
the two-variable correlation matrix and figure 2gative path coefficients in the research suggestatel).

In explaining why no direct, significant correlatizvas obtained between developmental performanoeaial and
employees OCB, Kuvaas (2007) asserted that emppyéth a strong autonomy orientation and an irgelocus
of control are less affected by external intervamgi such as goal setting and appraisal feedbaakn Fris
perspective, whenever employees experience perfarenappraisal as a controller, which in turn cohie
undermined their need for autonomy and therefore@ely affected Performance. Since autonomy atemt is
the strongest predictor of performance, those eyegl® with a high performance level may assume ahgteat
amount of time and energy is requested for progidinderstandable, relevant and clear goals andae&dthus,
they may negatively react to it. Based on Kuvaa¥(20the findings express that developmental PArtexa
negative influence on the employees with the bestopmers, which may be particularly critical fondwledge-
based organizations with few management levelshigtdlevels of autonomy for individual employees.

In addition, some reasons can be stated in clagfttie lack of the relationship between developaigrgrformance
appraisal and employee OCB in the present reselh, at the time of judging others’ performangesople make
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use of some mental judgments which are not frem to@as in nature (Spector, 2002; Decenzo and Rsbhi®96).
Regarding that the supervisors gave all employpesformances high scores (refer to the mean anuatd
deviation of work performance in table 1), thessules can be illustrated on the basis of LenienaypiETheory
(Tziner & Murphy, 1999). Based on this theory, enadbrs tend to give all individuals desirable ssoioreover,
since employees’ performance appraisal causes scomdlict and opposition between administrators and
employees, leading to the employees’ exhibiting esataviant behaviors, supervisors treat them lelyiegiving
them high scores in order to prevent such confiiisector, 2002; Decenzo and Robbins, 1996). Aleitly this
issue, approximately 90 years ago, Thorndike (12#@d in Mount et.al.1998) observed that whenever
administrators evaluate their employees’ perforreanthe correlation between dimensions of workqueréance
was higher that what was in reality. The studiesdoagted on this issue have shown that the effdgiedormance
appraisal method are one the most major sourcesafin rating performances.

Moreover, such results can be clarifying on théshasArvey and Murphy viewpoints (1998) regardihg effects

of context and backgrounds on rating of employaopmance. They suggest that researchers shouldfpaytion

to the context of performance appraisal beforeyaiay the efficacy and accuracy of rating emplogegormance.
Considering performance appraisal as a goal-odebthavior, they assert that in case the goalsviel by

evaluators are thoroughly scrutinized, it will Harified that the behaviors exhibited as ratingoesr(giving high

scores to a majority of employees) are often dgpadaas an adaptive reaction by administrators agtie pressure
exerted by the existing forces in the rating enwnent. With this token, no study can provide firridence

regarding such statements. However, such intetpyesashould be more carefully examined in futwesearch on
performance appraisal. While the mediatory relaiom among variables was not supported, such iauphics

encourage us to continually examine employee d#guin the relationship between developmental pmdace

appraisal and employees’ work performance.

With regard to the results obtained in this studd awith the direct relationship among of developtakn
performance appraisal and employees’ OCB not bgipgorted, it seems that despite the fact thatraktleeories

have introduced developmental performance appraisdlits dimensions as some crucial factors iruérfting

employees’ performances in organizations, regartlingstatistical sample examined in this reseatetielopmental
performance appraisal has failed to be a deternmifiegmployees OCB. Regarding the theoretical fraoréw
discussed in the present research, it is suggdbktdd in addition to performance rating done by esujsors,

employees’ performances be evaluated through cpllesi ratings as well as self-report, thus thesults can be
compared.

Just as other studies, this research has somatioms. The first limitation is that in this reselar self-report
guestionnaires have been used for assessment efogewental performance appraisal as well orgarinati
commitment, and regarding that one natural featfiuch questionnaires is respondents’ idea rédlecnd their
personal perceptions of questions, their ideas mealy completely express reality about them (Podgé&kof
Organ,1986, Donaldson& Grant-Vallone,2002). Morepwencerning rating employee performance, as égda
before, it seems that managers are not qualifienigim to evaluate employee performance. Accordinfyifyre
research should take such limitations into accoant@n appropriate way. Seemingly, the above-meation
limitations can be eliminated to some extent thfotegaching managers how to treat errors occurvatuating
employee performance and to make use of multipiegdself-report, administrators & colleagues).

One other limitation of the present research i t@ncerning research methodology (it's being eisexctional), the
model confirmed is a correlational model. Thus,eirihg causal relationship, similar to what is &dgbs in
experimental research, is not logical. Hence, erpartal studies were needed to examine causalifgrdéng the
relationships under study in this research. Otheitdtion was that the majority of sample grouplugied men.
Thus, different results may be reached in femateigs. As explained in review section, several factofluence
employee work performance; however, in the presesearch, developmental performance appraisal bas b
solely examined regarding the mediatory role ofaoigational support and commitment, and other facto
involving personality traits, management and lesldigr characteristics or situation, with its playiagrole in
emergence of employees’ work performance, have lgganred in this research. In future research réfetionship
between performance appraisal system and emplogdeperformance regarding the influence of sucimelets as
attitudinal, cognitive and motivational variableencbe examined so that one can reach a betternidoogof how
to create conditions essential for emerging tasfop@ance as well as citizenship behavior amongleyags.
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