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3
(Harris, 1976) as well as a more proactive consideration of reward allocation (Brockner
& Wisenfeld, 1996). In stark contrast, some have noted that the large volume of
empirical research on procedural justice has not similarly resulted in conceptual
refinement (Cropanzano & Greenberg, 1997; Greenberg, 1990b). Reichers and
Schneider's (1990) "life cycle of constructs" may be used to examine the current state of
procedural justice theory. According to Reichers and Schneider (1990), constructs
evolve through three stages of development: introduction and elaboration, evaluation
and augmentation, and consolidation and accommodation. The introduction and
elaboration stage is characterized by an introduction of an idea. Efforts are made toward
defining the construct and providing legitimation as to its relevance. The procedural
justice construct entered this stage through the early definitional works of Leventhal
(1976) and Thibaut & Walker (1975). Legitimation of procedural justice was provided
by Greenberg and Folger (1983), who were the first to extend Leventhal's six procedural
rules to the organizational context and validate their importance in that context
(Greenberg, 1990b).

The second stage of the life cycle of constructs, evaluation and augmentation, is
marked by critical reviews of constructs. Efforts are made to address problems of
conceptualization, methodologies, and equivocal research findings. Attempts are made
to identify moderators in order to modify current conceptualizations of the construct. It
has been suggested that the procedural justice construct remains in the early segment of
this stage (Cropanzano & Greenberg, 1997; Greenberg, 1990b). Whereas some

researchers have reviewed the procedural justice literature (e.g., Lind & Tyler, 1988), no
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4
well-articulated re-conceptualizations of procedural justice have appeared. I argue that,
though more empirical research has been conducted, the construct remains in the early
stages of its conceptual development.

To this point, procedural justice has been conceptualized as mainly an individual-
level phenomenon. This individual-level focus, based on the "self-interest” or
“instrumental” model (Lind & Tyler, 1988), assumes that economic incentives facilitate
perceptions of procedural justice. According to this model, individuals assess and
respond with a long-term focus to organizational practices that affect them. That is, they
may accept and overlook short-term economic losses if they believe that economic gains
will come in the future. Thus, organizational practices that are highest in procedural
justice are those that promise to yield the greatest benefits to the individual in the long
run (Greenberg, 1990b).

Although the self-interest model has received empirical support (e.g., Conlon,
1993), it seems likely that other explanations may account for individuals' perceptions of
procedural justice. For example, it is plausible that individuals look to others in their
work group for cues when making procedural justice evaluations. I argue that the self-
interest model does not adequately address contextual factors that might affect justice
perceptions and that a "procedural justice climate" operates to capture many of these
contextual factors. It has been argued that in order to understand organizational
behavior, it is important to examine the context in which the behavior occurs (Pfeffer &
Salancik, 1978). When context is ignored, the 'distinctive competence' of organizational

behavior (i.e., the linking of several levels of analysis) is lost (Cappelli & Sherer, 1991;
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House, Rousseau, & Thomas-Hunt, 1995). In summary, I propose that the procedural
justice construct remains in the early segment of Schneider and Reichers' (1990) second
stage, evaluation and augmentation. In this dissertation, I present and test a model that
advances the conceptual development of the procedural justice construct by identifying
procedural justice climate. Specifically, this model identifies those workplace cues that
influence individual perceptions of procedural justice and those that influence group
perceptions of procedural justice. These individual and group procedural justice
perceptions (i.e., procedural justice climate) are expected to have independent effects on
work-related attitudes and behaviors.
Theoretical Background

As noted earlier, the existing procedural justice literature has focused on the
individual level of analysis. Some researchers, however, have recognized the need to
consider the social context in which justice perceptions operate. James and Cropanzano
(1990) suggested that individuals observe others in their group and make judgments
about how procedures experienced by the other group members affect them. In addition,
Tyler and Lind (1992) have argued that a procedural justice violation against one
member of a work group may be interpreted as a violation against the entire work group.
Consistent with this notion, the "group values" or "relational" model (Lind & Tyler,
1988), holds that people value their membership in groups, since groups offer symbols of
identity, economic resources, and a way of validating behavior. Groups specify norms
concerning fair treatment such as treating members with respect or giving them a voice

in decision making (James & Cropanzano, 1990; Tyler & Lind, 1992). It is this
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perspective that begins to link procedural justice to its social context. Although little
research has explicitly examined this notion, a recent study by Mossholder, Bennett, and
Martin (in press) found that a social context measure of procedural justice explained
variance in individuals' work-related attitudes beyond that explained by an individual-
level procedural justice measure. The authors explained their findings in terms of social
information processing in that group members attend to what is considered fair by
considering their work group's perspective. Thus, their study suggests that, consistent
with the group values model, procedural justice’s effect on work attitudes encompasses
more than just individual perceptions; yet, no real framework for linking social context
with procedural justice perceptions exists. This dissertation proposes that the work
group climate literature can be used to develop such a framework.

The work group climate literature provides insight as to how contextual factors
affect perceptions of procedural justice. Organizational climate has been defined as a set
of shared perceptions of policies, practices, and procedures that get rewarded,
supported, and expected through group interaction (Schneider, 1990; Schneider &
Reichers, 1983). Work group climates are climates that are operationalized at the group
level of analysis (i.e., many different work group climates may exist in a single
organization). Many criterion-referenced climates have been investigated: climates for
service (Schneider, Parkington, & Buxton, 1980), safety (Zohar, 1980), innovation
(Abbey & Dickson, 1983), new employees (Schneider & Bartlett, 1968; 1970), labor-
management relations (Angle & Perry, 1986), needs for power, achievement and

affiliation (Litwin & Stringer, 1968), human relations-oriented leadership (Fleishman,
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1953), creativity (Taylor, 1972), conflict resolution (Renwick, 1975), participation and
control (McGregor, 1960), and retaliation against whistle-blowing (Miceli & Near,
1985). Given the diverse array of climates described in the organizational behavior
literature, it seems plausible that procedural justice climate exists as well.

Dimensions of climates are, by definition, characterized by shared perceptions of
organizational policies, practices, and procedures (James, Joyce, & Slocum, 1988). Itis
precisely through these policies, practices, and procedures that organizations
communicate procedural justice to employees and employees form judgments
(Cropanzano & Greenberg, 1997). I suggest that several individual and work group
factors act as lenses that employees use to form judgments about the fairness of these
organizational practices. These justice judgments, in turn, have been shown to affect the
way employees think about and behave at work (e.g., organizational citizenship
behaviors; Moorman, 1991; Niehoff & Moorman, 1993).

The purpose of this dissertation is to present and test a model that identifies
contextual factors that contribute to the development of procedural justice climate; this
climate is expected to affect work-related attitudes and behaviors beyond the effects of
individual-level measures of procedural justice. The model in Figure 1 proposes that the
quality of leader-member exchange and perceptions of organizational support and leader
monitoring affect individual procedural justice perceptions. As shown in Figure 2, work
group demography, work group cohesion, the visibility of supervisors in demonstrating
procedural justice, and shared support perceptions are proposed to influence procedural

justice climate agreement. As shown in Figure 3, individual procedural justice

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Individual PJ

Figure 1
Individual Level Relationships

LMX
POS
Leader Monitoring

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



-uorssiwiad noyum pangiyosd uolnonpoidal Jayung "IBUMO WBLAdoD 8y} jo yoissiuad yum paonposdoy

Cohesion
Demographic Similarity
Visibility of Supervisors >

Shared Support

Figure 2
Group Level Relationships

Agreement on
PJ Climate




10

Employee attitudes
and behaviors

Figure 3
Cross Level Relationships

Individual PJ
PJ
Climate

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



11
perceptions, as well as procedural justice climate, are expected to have independent
effects on a variety of work-related attitudes and behaviors. The following outcomes
used to test the model are described in Chapter 2: organizational commitment,
citizenship behaviors, absenteeism, and turnover intentions.

Summary of Remaining Chapters

This chapter laid the groundwork for the remaining chapters of the dissertation
by pointing to the lack of attention given to social context in current conceptualizations
of procedural justice. Chapter 2 presents the development of the model and hypotheses
concerning the individual and contextual factors proposed to independently affect
individual procedural justice and procedural justice climate and the proposed
consequences. Chapter 3 describes the sample, procedure, and measures used to test the
hypotheses. Chapter 4 presents the results of the statistical analyses that were used to
test the hypotheses. Chapter 5 identifies implications of the findings of the study for

theory, research, and practice.
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Chapter 2: Model Development and Hypotheses
Factors Contributing to Individual-Level Procedural Justice Perceptions

A large body of research has investigated a variety of factors thought to
contribute to the formation of individual procedural justice perceptions (see Cropanzano
& Greenberg, 1997 for a review). These factors include aspects of organizational
procedures such as adequate notice (Folger, Konovsky, & Cropanzano, 1992), two-way
communication (Kim & Mauborgne, 1993), and informational justification (Greenberg,
1990a; 1993). It appears that these 'determinants' of procedural justice are actually
elements of procedural justice itself. Many of these 'determinants' closely resemble the
procedural rules offered by Leventhal (1976). Leventhal (1976) suggested that in order
for procedures to be fair, they must be applied consistently across individuals, free from
bias, ethical, accurate, and representative of all individuals. I argue that these factors
that have been regarded as antecedents in the procedural justice literature are only cues
or indicators of procedural justice, rather than independent factors that cause procedural
justice perceptions to develop. Thus, identifying the independent factors that contribute
to the formation of individual procedural justice perceptions remains a largely
unexplored area in the existing justice literature. In this dissertation I argue that
perceptions of leader-member exchange quality, organizational support, and leader
monitoring contribute to the formation of individual procedural justice perceptions.
Leader-member exchange

The quality of the relationship between supervisors and subordinates is expected

to play a part in shaping individual procedural justice perceptions. As noted earlier, the
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self-interest explanation for procedural justice holds that, when making procedural
justice evaluations, individuals consider the long-term relationship with the organization;
yet, no empirical research has examined whether perceptions of the quality of the
dynamic relationship between supervisors and subordinates affect subordinates'
procedural justice perceptions. Research has indicated that roughly ninety percent of all
work groups contain significant variance in the types of supervisor-subordinate
relationships represented in them (Dansereau, Graen, & Haga, 1975); thus, supervisors
have the same type of relationship with each of their subordinates only about ten percent
of the time. Further, these relationships have been found to be relatively stable over time
(Liden, Sparrowe, & Wayne, 1997).

Supervisor-subordinate relationships have been explored in the leader-member
exchange (LMX) literature (Graen & Scandura, 1987). The central idea behind LMX is
that, within work groups, different kinds of relationships are formed between supervisors
and subordinates. Low LMX ("out-group") relationships involve those exchanges
limited to the employment contract or job description. High LMX ("in-group")
relationships extend beyond the job description and are thought to result in more positive
consequences for both supervisors and subordinates. Specifically, high LMX
relationships have been found to predict subordinates' organizational commitment
(Major, Kozlowski, Chao, & Gardner, 1995), job satisfaction (Dansereau et al., 1975),
supervisor satisfaction (Green et al., 1996), and organizational citizenship behaviors

(Settoon, Bennett, & Liden, 1996).
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Some research has begun to investigate the relationship between LMX and the
interpretation of organizational events. Kozlowski and Doherty (1989) found that the
nature of interactions between leaders and subordinates mediates and structures
subordinate interpretations of organizational practices and events. Specifically,
subordinates with high-quality supervisor relationships held perceptions more similar to
those of their supervisor than subordinates with low-quality supervisor relationships.

Although the relationship between LMX and procedural justice perceptions has
not been explicitly tested, it is plausible that supervisor relationships affect employee
perceptions of procedural justice. Indeed, it has been suggested that, due to the relative
advantage of high LMX relationships, members of low LMX relationships are likely to
hold negative perceptions of procedural justice due to feelings of resentment (Yukl,
1989) or perceptions of being treated as a second-class citizen (Bass, 1990).
Conversely, it has been recognized that "a good relationship with authorities promotes
feelings of procedural fairness" (Tyler & Lind, 1992, p. 158).

Hypothesis 1: Subordinates’ perceptions of the quality of the exchange

relationship with their supervisors will be positively related to

subordinates' perceptions of procedural justice.
Perceived organizational support

Hypothesis 1 proposes that subordinate perceptions of the exchange relationship
between subordinates and supervisors will affect perceptions of procedural justice. It is
conceivable that subordinate perceptions of their relationships with the organization will

affect perceptions of procedural justice as well. Indeed, employee-organization
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relationships have been regarded as distinct from employee-supervisor relationships
(Becker, Billings, Eveleth, & Gilbert, 1996; Settoon, et al., 1996; Tsui, Pearce, Porter, &
Hite, 1995; Wayne, Shore, & Liden, 1997). These employee-organization relationships
are thought to be so pervasive that they have been described by the concept of
psychological ownership (Dirks, Cummings, & Pierce, 1996). Because individuals feel a
sense of "psychological ownership" for their organization, they do not distinguish
between the self and one's possessions (in this case the organization). Thus, since the
distinction between the organization and the self is blurred, it follows that when the
organization treats the individual well, the individual in turn will evaluate the
organization's practices well. The reverse situation in which the employee is not treated
well by the organization has been examined in the psychological contract literature
(Rousseau & McLean Parks, 1992). Psychological contracts have been described as
expectations concerning the reciprocal obligations comprising employee-organization
exchange relationships (Morrison & Robinson, 1997). When the employee perceives
that this psychological contract has been violated by the organization, the employee is
thought to develop negative procedural justice judgments by considering how the
organization treats the employee (Morrison & Robinson, 1997).

The idea of an exchange relationship between individuals and organizations has
been explored further in the perceived organizational support (POS; Eisenberger,
Huntington, Hutchison, & Sowa, 1986) literature. POS is generally defined as employee
perceptions of the degree to which an organization takes care of its employees. Most of

the work on organizational support has been conducted by Eisenberger and colleagues
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(e.g., Eisenberger et al., 1986; Eisenberger, Fasolo, & Davis-LaMastro, 1990).
Eisenberger et al. (1986) suggest that employee perceptions of organizational support
are based on individuals' beliefs concerning the extent to which the organization values
their contributions and cares about their well-being. Employees form these beliefs in
order to meet needs for approval, affiliation, and esteem, as well as to estimate
organizational readiness to compensate their increased effort with greater rewards. In
research that followed, Eisenberger et al. (1990) found that organizational support was
negatively related to absenteeism and positively related to employee conscientiousness in
carrying out conventional job responsibilities. They also found that employees who
perceived organizational support to be high reported stronger feelings of affiliation and
loyalty, as well as expectations that high performance would produce material and social
rewards (Eisenberger et al., 1990). In all, research on organizational support has found
that employees who perceive their employer to be highly supportive will (1) more often
interpret organizational gains and losses as their own, and (2) adopt organizational
values and norms as their own (Eisenberger et al., 1990). Further, such employees are
thought to trust the long-term fairness of organizations to recompense extrarole
performance and to fulfill obligations in rewarding positive efforts (Organ & Konovsky,
1989).

In summary, the literature on perceived organizational support can be used to
suggest that employees who perceive their organization to be supportive will develop
evaluation biases when assessing organizational practices. Specifically, employees who

exhibit a high degree of POS should evaluate organizational procedures as being fair to a
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greater extent than those employees who exhibit a low degree of POS. As with the
relationship between LMX and procedural justice, the relationship of PGS to procedural
justice is consistent with the self-interest model. That is, when making procedural justice
evaluations, individuals consider the long-term relationship with the organization (i.e.,
through the degree of support the organization has exhibited).

Hypothesis 2: Subordinates' perceptions of organizational support will be

positively related to subordinates' perceptions of procedural justice.
Leader monitoring

Another variable expected to influence subordinates' judgments of procedural
justice is leader monitoring. Leader monitoring involves supervisors obtaining
information about their subordinates' performance through observation, informal
discussions, and formal meetings (Niehoff & Moorman, 1993). Leader monitoring is
thought to affect subordinates' perceptions of procedural justice in three ways. First,
obtaining information about subordinates' performance can increase the likelihood that
subordinates view the leader as one who bases decisions on accurate information
(Leventhal's (1976) accuracy rule of procedural justice; Niehoff & Moorman, 1993).
Second, leader monitoring gives the leader a broad knowledge base from which to make
unbiased decisions (Leventhal's (1976) bias suppression rule of procedural justice;
Niehoff & Moorman, 1993). Third, leader monitoring provides the opportunity to make
decisions that are consistent across employees and over time (Leventhal's (1976)
consistency rule of procedural justice; Niehoff & Moorman, 1993). Niehoff and

Moorman (1993) found that three methods of leader monitoring (observation, informal
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discussions, and formal meetings) were positively associated with subordinates'
perceptions of procedural justice. The authors explained their findings by suggesting
that leader monitoring provides subordinates with behavioral evidence that their
supervisors value procedural fairness.

Hypothesis 3: Subordinates' perceptions of leader monitoring will be positively

related to subordinates' perceptions of procedural justice.

Procedural Justice Climate

In order to argue for the existence of procedural justice climate, it is necessary to
first provide evidence that work group members can be expected to hold homogeneous
perceptions. Three explanations have been offered for the formation of homogeneous
perceptions. Specifically, work group climates are thought to develop from 1) social
interaction leading to shared meanings (symbolic interaction approach), 2)
attraction/selection/attrition leading to homogeneity (ASA approach), and 3) mere
exposure to the same policies, practices, and procedures (Schneider & Reichers, 1983).
Each of these explanations will be explored in the following sections that identify factors
contributing to procedural justice climate (i.e., how individuals come to agree on shared
perceptions of procedural justice).

Factors Contributing to Procedural Justice Climate

Work group cohesion

It has been argued that since meanings arise out of social interactions with others
and since members of the same group are more likely to interact with each other than

members of other groups, different groups within the organization will each hold shared

Reproduced with permissionﬁ of the copyright owner. Further reproduction prohibited without permission.



19
perceptions concerning the policies, practices, and procedures that get rewarded,
supported, and expected in the organization (i.e., the symbolic interaction explanation for
climate development; Rentsch, 1990; Schneider & Reichers, 1983). It follows that
different climates may be seen throughout a single organization. Indeed, Rentsch (1990)
found that employees who interacted with each other had similar interpretations of
organizational events and employees of different interaction groups attached qualitatively
different meanings to the same organizational events. Further, the group processes
operating within each work group (Shaw, 1981) are expected to exert an effect on the
development of procedural justice climate.

For organizations with clearly defined work groups composed of interdependent
members, one of the more salient group processes operating is work group cohesion
(Shaw, 1981). Cohesion may be defined as the extent to which group members are
attracted to the group, strongly desire to remain in the group, and mutually influence one
another (Organ & Hamner, 1982). The classic works of Sherif (1936) and Asch (1956)
laid the groundwork for a substantial amount of empirical research documenting the role
of group norms and cohesion in shaping individuals' attitudes, judgments, and behaviors.
This research has found that members of cohesive work groups enjoy better
communication within the group, more positive evaluations of group members, and a
stronger group influence (Cartwright & Zander, 1968). These groups are also
characterized by a strong level of conformity to group norms (Goodman, Ravlin, &
Schminke, 1987; Shaw, 1981) that often affect group performance (Miesing & Preble,

1985). Group members control and direct members' behaviors and group members
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generally exhibit a high level of agreement with the rest of the group (Shaw, 1981). The
basis for this agreement rests on the fact that in cohesive groups, group members identify
with the group to such an extent that individual group members' self-interests are
suppressed (Janis & Mann, 1977).

A parallel argument for the existence of shared climate perceptions within
cohesive work groups may be seen in the collective sense making literature (Weick,
1992). Collective sense making involves the formation of group interpretations of
ambiguous stimuli. Through the process of collective sense making, individuals
collectively develop shared perceptions of reality (Weick, 1992). Thus, collective sense
making is thought to minimize within work group variance as common beliefs and frames
of reference develop. The development of these shared beliefs and frames of reference is
thought to be greatest in work groups with a high degree of cohesion (House et al.,
1995).

The preceding discussion has argued for the tendency of cohesive work groups
to be characterized by a high degree of agreement in their work group perceptions. In
this dissertation I offer, more specifically, that cohesive groups should agree on
procedural justice perceptions. Social identity theory will be used to explain this
association. The theory suggests that when people join groups, they view the group as
better than other groups because they are motivated to improve their own self-image
(Tajfel, 1981). In addition, after joining groups, individuals begin to develop perceptions
that their group deserves to be treated fairly (Brown, 1986). Just as individuals are

motivated to have an enhanced self-image, they are also motivated to have an enhanced
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social identity. Thus, it follows that fair treatment to the group would be viewed to be
just as important to the individual as fair treatment to the individual. Although little
research has examined procedural justice in terms of its social context, Tyler and Lind
(1992) have argued that a procedural justice violation against one member of a work
group may be interpreted as a violation against the entire work group. It may be argued
that such a violation would be more likely to be interpreted as against the entire group if
the group was a cohesive one, since cohesive group members tend to identify more
strongly with the group. Thus, work group cohesion taps the degree to which social
identity takes hold of the group members.

Hypothesis 4: The greater the level of work group cohesion, the greater

the agreement of procedural justice climate.
Work group demography

Another variable posited to influence procedural justice climate includes work
group demography. Schneider's (1987) Attraction - Selection - Attrition (ASA) model
has been used to explain group similarity. Stemming from interactional psychology, the
ASA model suggests that work units tend to evolve toward a state of interpersonal
homogeneity (Schneider, 1987). This model refutes the assumption that individuals are
randomly distributed across work units. Instead, range restriction results from the
attraction and selection of individuals into work units and the attrition of dissimilar
individuals. The ASA framework further postulates that given the similarity of

individuals within work groups, it can be reasonably expected that stimuli in the work
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unit will be perceived similarly by the people there (e.g., people will attach the same
meaning to an organizational event; Schneider & Bowen, 1985).

One way this framework has been operationalized involves similarity in
demographic characteristics examined in the work group demography (Jackson, Brett,
Sessa, Cooper, Julin, & Peyronnin, 1991) or "relational demography" (Tsui, Egan, &
OReilly, 1992) literature. Similarity in demographic characteristics has been found to be
associated with increased attraction to group members and similarity in group
perceptions (Tsui et al., 1992). Also, Jackson et al. (1991) found that dissimilar group
members were more likely to withdraw from the work group.

To summarize, similarity of work group members is thought to be associated
with a high level of agreement among work group members. The underlying mechanism
for this work group agreement is believed to stem from a "perceived identity of interests"
(Tsui, 1994). Specifically, the perception of similarity between one's self and other work
group members evokes the perception of a common set of interests and a
depersonalization of one's self-interests.

The preceding discussion has argued for the tendency of work groups composed
of demographically similar employees to be characterized by a high degree of agreement
in their work group perceptions. In this dissertation I offer, more precisely, that
demographically similar work groups should agree on procedural justice perceptions.
Being in a work group with others who are similar to oneself should cause procedural
justice violations against a demographically similar member of the group to be regarded

as a violation against the self, since the group member and the individual are similar.
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Similar group members may come to expect that procedural justice violations against
one individual may later be extended to the rest of the group, given the likeness of the
group members. Members may think that if such a violation could happen to a similar
group member, it could happen to them as well.

A parallel argument for the interpretation of organizational events being
influenced by similar others may be seen in the consumer behavior literature (Peter &
Olson, 1993). Borrowing from the sociology literature on subcultures (i.e., groups of
people who share values) and the psychology literature on behavioral modeling,
marketers use demographic segmentation as a way of marketing products based on the
demographic composition of groups. The idea behind this technique is that if an
individual views a demographically similar individual in a media presentation as having a
certain need or being afflicted by a certain condition, the similar individual watching the
presentation should perceive that he/she shares this need or is afflicted with this same
condition. Likewise, because the distinction between the self and the demographically
similar work group is blurred, similar individuals are expected to interpret procedural
justice issues (e.g., a justice violation against a demographically similar work group
member) in a similar manner.

Hypothesis S: The greater the demographic similarity of the work group,

the greater the agreement of procedural justice climate.

Visibility of supervisors in demonstrating procedural justice
The third way that work group climates are thought to develop is from

subordinates' perceptions of how visible the supervisor is in procedural justice
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