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This study explores the role of procedural and distributive justice in 
influencing supervisory trust, job sat is/action, and organizational 
commitment. Past work in u.s. se/lings has shown the differential effects 
of procedural and distributive justice on job allitudes while other work 
supports the relationship between both procedural and distributive 
justice with trust. This study allempts to replicate the US findings and 
extend them to samples from India, Germany, and China (Hong Kong) . 
A theoretical model was tested via structural equation analysis. 
Organizational justice was found to be an importanl predictor of trust in 
all the samples, indicating the importance 0/ these concepts in 
organizational life in different cultures. The implications o/these results 
for future research are discussed 

Is there a universal set of management skills that are relevant worldwide? 
This question has engaged the anent ion of scholars and practitioners alike as 
globalization continues to promote tighter integration among countries and 
peoples. To some, the answer is yes, as witnessed in the steady increase in western 
style MBA programs across the world. However, others question the relevance of 
American management theories (Hofstede, 1991), asserting that the one-size-fits
all approach ignores deep cultural differences among the nations of the world. 
Regardless of the answer, the future is upon us. When an American company such 
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as Chrysler r rms a strategic alliance with the Chinese l3eiji ng Auto Works (lan. 
\999) or enters a mega-merger wi th the German Daimler BenL. part of the success 
of these ventures lies in the ab il ity of managcmen t to understand, \\lork th rough. 
and ultimately bridge cu ltural differences. 

Beyond the practical reasons to pursue this line of inquiry. are the theoretical. 
Specifically, a cross-cullural context provides an ideal opponunity to test the 
generalizability of a Iheory_ przeworski and Teune ( 1969) nOle. "Ihe crileria of 
generality.. imply that the same thcories be evaluated in differclll systemic 
settings and that soc ial science theories can gain confirmat ion only if theories 
fo rmulated in terms of the cOlllmon faclors constitU!e the point of depanure for 
comparative research" (p. 22). An imponant aspect of organizat ional behavior that 
readily lends itself to cross-cul tu ra l research is organizational justice. This is 
because of the centrality ofappon ioning outcomes (compensation, rewards, etc.) in 
a fair manner to the creat ion of a productive relationship bet\\een worker and 
organ ization in any part of the world . The time is right, as Greenberg (1995) 
suggests, to "complicale our studies of juslice in the workplace by incorporating 
cross-cu ltural variables" (p. 406). This work assumes Ihal Ihe concepl of justice is 
probab ly universal across cultures, but that it may be manifested in different ways. 
For instance, equi ty (differentia l allocation of rewards) stands out as a principle 
tha t is cherished in capi talist systems and is based on enlightened individual self
interest. On the other hand. equali ty (equa l allocat ion of re\\ ards) may be the norm 
in socia list systems that are designed to minim ize the injustices of industrial 
capilalism (Pepilone & L' Annand, 1997). Thus, our work, exploralOry in nalure. is 
aimed at validating U.S. findings on the relationships among justice, trust. job 
sati sfaction, and organizational commitment using samples from India. Germany. 
and China (Hong Kong). The unification of East and West Germany, the economic 
liberalization of India and the return ofl-Iong Kong to China taken in the context of 
their importance to the regions in which they are geographica lly located make them 
particularly worthy of study. Funher. India and I-long Kong share a similar past 
having been under British control for a considerab le length of lime. Germany is 
very similar to the U.S. in some ways, sharing a common work ethic and economic 
success. and yet dinercnt in that it is a 1110re com munitarian and structured culture 
(Scarborough, 1998). In the follow ing paragraphs, we rev icw brie ny, domestic and 
cross-cultural research on organi zational justice and present the theoretical model 
that guides our research. 

Organizational Justice 

Organ izational justice is the term used to describe the role of fairness in the 
workp lace (G reenberg. 1995). Specilically, organizalional justice foctlses on Ihe 
processes by which emp loyees determi ne whether or not they have been treated 
fa irly in their jobs and the ways in which these perceptions influence other 
outcomes (A lexander & Ruderman. 1987). The original work on organizational 
justice grew OUI of Ihe study of legal proceedings by Thibaul and Walker (1975). 
They found thaI in Ihi rd party dispule resolulion, if Ihey perceived that they were 
given the chance to sufficiently present their cases, panicipants saw the process as 
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fair and were contented with the results. Thibaul and Walker labeled this 
phenomenon \'oice. More recent work (Folger & Cropanzano, 1998) set forth the 
idea that justice norms develop as guidelines for fair interaction in societies. These 
norms provide the soc ietal underpinnings of a system for getting needs met in an 
orderl} and fair way. Thus. the concept of justice is critical to understanding 
interpersonal relationships and organizational processes. The two sub-domains that 
justice research has I) pically focused on are: (a) distributive justice. which relates 
to the fairness of outcomes an employee receives. and (b) procedural justice, which 
describes the fairness of the procedures used to determine those outcomes. The 
lack of distributive justice can cause workers to lower their job perfonnancc. 
cooperate less with their coworkers. engage in stealing. and experience stress 
(Folger & Cropanzano, 1998), Procedural justice is composed of both fonnal 
procedures and interactional justice that is relational in nature and reflects the 
degree of fairness in the t!'calment of one individual by another. Thus, procedural 
justice has both, a structural and formal componenl and a social component (Folger 
& Cropanzano, 1998), 

Research on organizational justice in the U.S. context has shown that both 
procedural and distributive justice arc related to a wide variety of individual and 
organizational olltcomes such as commitment. evaluation of supervisors, pay and 
job sat isfaction (McFarlin & Sweeney, 1992; Moorman, 1991), Research also 
supports a st rong relationship between fairness perceplions and the development or 
Irust in Ih. supe" isor (Folger & Konovsky, 1989: Pillai, Schriesheim, & Williams, 
1999). As we argue in the following paragraphs. there has been some attention to 
cross-cultural explorations of organizational justice. but there is a lot of ground left 
to be covered in the future. 

A Theoretical Model of Cross-Cullural Justice 

Our theoretical model (Figure 1) sho\\'s direct relationships from procedural 
and distributive justice to trust. commitment, and satisfaction . According to a 
review of cross-cultural justice by Morris and Leung (1000), cross-cultural 
research on procedural justice is quite limited. but the available evidence suggests 
that on an abstract level. individuals' perceptions about justice are determined by 
similar principles across cuhures. Using a sample of multinationals with North 
American, European. and Asian operations. Kim and Mauborgne (1993a) found 
that subsidiary top managers' perceptions that their head offices ·exercised 
procedural justice enhanced the subsidiary manager's behavioral compliance with 
stralegic decisions through commitment. trust. and outcome satisfaction . 
FUl1hermore, Kim and Mauborgne (1993b) found Ihat procedural juslice facilitated 
the formation of superior world\\ ide strategy conlel1l by multinationals. One study 
(Leung, Smith, Wang, & Sun, 1996) found that both procedural and distributive 
justice predicted job satisfaction in joint ventures in China. In another. Leung and 
Li (1990) found voice elTects of procedural justice (i.e., Ihe belief titat one has an 
opponunity to present infonnation rclevam to a decision) to be equally strong in 
both the Hong Kong and American cultures. In a study of allocation preferences by 
Chinese and American managers, Chen ( 1995) found thm contrary to expectat ions. 
the Chinese expressed consistent support for the differential (equity) allocation of 
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both material and socioemotional rewards, and the Americans supported the equity 
noml for material rewards but preferred equality rules for sociocmotional rewards. 

Distributive 
Justice 

Procedural 
Just ice 

Figure I 
Theoretical Model 

(Trust) 

Job 
Satisfaction 

Organi/..<uional 
Commitment 

Another relevant stream of research has come from the study of 
individualism-collectivism (Hofstede, 1980) in the eva luation of justice among 
cu ltures. This is particularly true for the research on distributi ve justice (Morris & 
Leung, 2000). For instance, Mue ller, Iverson, and Jo ( 1996) found that South 
Korean Confucian cu ltural va lues that emphasized the group over se lf, seniority 
rather than merit in promotions. and a strong respect for hierarchical va lues, 
innuenced the relationship between met expectations about work-related issues and 
justice evaluations. Research by Bennan, Murphy·Bennan, and Singh ( 1985) 
found that the need criterion was fo llowed much morc by the moderately 
collectivist Indians than Americans while allocating resources. Others (e.g., Lind & 
Earley, 1992) suggest that group-oriented justice processes operate in both 
co llect ivistic and individualistic cultures. Most of the research on cross-cultural 
j ustice appcars to have focused on the antecedents of organizational justice. This 
suggests that it might be worthwhile to examine in the international context, the 
relarionships between procedural and dist ri butive j ustice and the most common 
outcomes in the justice literature that have received research attention in the U.S. 
These are trust, organizational commitment, and job satisfaction . The next few 
paragraphs orrcr our rationale ror the theoretical model (Q be tested in this study. 

We pos it that perceptions of organizational justice will be positively 
associated with supervisory trust. Although the hypotheses are exploratory, 
especially with regard to non-U.S. cultures, the relationships are supported by 
some previous research in the U.S. (Folger & Konovsky, 1989; Pillai , Schriesheim, 
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& Williams. 1999). Brockncr and Siegel ( 1995) suggesl that individuals may view 
the structural (c.g .. decision/process control) and interpersonal components of 
procedural justice as indicative or how they will be treated by the organization and 
their supervisors. This. in turn. is likely 10 elici t higher leve ls of trust in the 
organization and in supervisors. Folger and Cropanzano ( 1998) argue that trust 
rC<Jctions are relevant to any person with whol11 one is interdependent. We would 
extend this same logic to disiriblllivc justice. That is , when distributions of 
organiza tional outcomes are seen as fair, higher levels of trust ensue although it is 
likely that if the methods or procedures by which outcomes arc determined are 
perceived 10 be fair. the fairne ss of the outcomes may not be as sign ificant in 
I!liciting trust. For instance, employees may be morc willing to accept wage freezes 
or wage cuts in times ofccolloll1ic crisis if they believe thallhc procedures used 10 

detenninL: these arc essentially fa ir. In general , the relationship between 
organ izat ional justice and trust may be more pronounced in As ian cuhures because 
they tend to foster more interdependent self-construals (the tendency for peop le to 
sec thcmse lves as connected to other people) lhan the North American cuhure 
(Brockner. Chen. Manni x. Leung. & Skarlicki , 2000). 

The theoretical modeJ 's hypotheses about the innuence of justice perceptions 
on sa ti sfacti on and cOl11m itment are similarly exploratory. We make the 
assumption Ihat perceptions of organizat iona l justice in each cu lture can be 
compared because the core processes are important across cultures. Morris and 
Leung (2000), in the ir review of research on cross-cultural j ustice, observe that the 
conseq uences of perceived procedural justice are sim ilar across cultures. For 
instance, Pearce. Bigley. and Branyiczki ( 1998) replicated the positive effects of 
procedural justice on organi zat ional commitment and trust in coworkers in a 
Lithuania. The positive effects of procedural justice sim ilar to findings in the USA 
have also been documented with samples of Chinese from I-long Kong and 
Mainland China (Leung. Su. & Morris. 1998). There may, however. be differences 
across cu ltures in the relationships among these va riab les. For instance. both 
distributive and procedural just ice may be equally innucntial in eliciting 
organizational cO l11l11 it ment in vel) collectivistic and moderate ly collectivistic 
cultures lil..c China and India because of the emphasis on harmon) wilhin and 
loyalty to the organization in those cultures. It may be 1l00cd that with respect to 
organ iza tiona l cOlllmitment. some studies in the U.S. have supported the 
procedural justice dominance model and other studies have slipponcd the 
distributi ve justice dominance model. Similar results have been obtained 
concerni ng the re lationship of procedural and distributive justice LO job satisfaction 
in U.S. studies (Co lquilt , Con lon. Wesson. Porter. & Ng, 200 I). Thus. our 
expecl31ions for these relationships in other cultures can only be exploratory. For 
instance, distributive and procedural justice may elici t job satisfact ion in an 
individualistic cu lture like Germany, which has a high preference for formali zed 
rules and procedures at work and rewards based on objective criteria (Scarborough. 
1998). However. arguing frol11 the perspecti ve of distributive dom inance and two
factor mode ls. which suggest respectively that distr ibut ive justice is more sa lient 
than procedural justice and that procedural justice predicts morc syslcm-refercllced 
outcomes whi le di stributive justice predicts Illorc person-referenced OUlcomes. we 
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may ex pect to find that distributive justi ce is il b\!ttcr predictor of job satisfaction in 
a ll cu ltures. Thus, the purpose of this research is to attempt to unv~il some of these 
possible similarities and differences and exam ine their implications for research 
and practice. 

Melh od 

Samples 

American Sam ple. The American sample comes from a service organization 
in the southern Uni ted Slates. FOllr hundred eighty·s ix out of approximately 700 
cmployees responded. for a response rate of 69 percent. The questionnai res were 
distributed through the organization's mail system . The respondents' mean age was 
37.7 years (SO = 10.05) and 81 0

0 were remale. Thin)-rour percenl or Ihe sample 
had a high school degree, 51.6% an undergraduate degree. and 80/0 a graduate 
degree. The average tenure was 3.26 years (SD = 4.11). 

Germa n Sample. The Gcrman sample came frol11 three service sector 
organ izations that yielded 88 comp lete responses. The ques ti on nai res werc 
distr ibuted persona lly by one of the researchers. which resulted in a response rate 
or 100%. FifiY-lwo percenl or Ihe sample was male wilh a mean age or 39.5 (SO = 
10.99) years and mean lenure or 8.6 )ears (SO = 7.28). More Ihan hair or Ihe 
sample (54 0 '0) had completed high schoo l education and a substantial minority 
(35'h) had compleled a bachelor's level educalion. 

Indian Sa mple. The Indian sample consists of 97 complete responses from 
several service sector organizations. The qu~stionnaires were distributed personally by 
Olle of the researchers. which resu lted in a response rate of 100%. Seventy-four 
percent of the sample was female wi th a vast majority (80%) h:wi ng a high school 
cducalion. The averuge age "as 35.3 ) ears (SI) ; 10.53) wilh 7. 1 )ears (SO = 6.75) or 
tenure. 

Hong Ko ng Chinrsc SlJIn plc. The Chinese sample \\as collected in I-long 
Kong and consists of 110 complete responses from Executive MBA students. The 
questionnaires were dist ri buted personall~ by one of the researchers. which 
resulted in a response rate of 100%. The respondents \\cre cmployed by a number 
of service sector organizations and the local government. Six ly-four percent or the 
sample was male. The average age was 30.0 years (SD - 2.72) with 3.99 years of 
lenure (SO = 2.17). 

MeHsu rcs 

Trans la tio n a nd llack-lrans latio l1 . The questionnaires were administered in 
English in the U.S .. India. and China (liang Kong) samples since English is either 
the official language and 'or th~ language of business in these countries. The 
questiollnaire admi nistered 10 the German samp le was translated into German . This 
translation \\as subject to back·trans lation to ensure the equa lity of the two 
quest ionnai rcs. 

Orga niz'l lio n&ll J ustice. Two measures were employed LO assess 
organizational justice. The first. the si:\ ·i((~m distributive justice scale. measures the 
degree to which rewards received b) ell1plo)ces are perceived to be related to 
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performance inputs. The measure addresses the equity criterion of justice and not 
equal it) or need. Sample items include "To what extent are you rairly rewarded ... 
considering the responsibilities that you haveT' and ''To what extent are you fairly 
rewarded ... for the amount of errol1 that you put forth?" Procedural justice, the 
second measure, is a 12- item scale that taps the: (I) presence of formal procedures 
for handling disputes and (2) perceived fairness of the interactions involving these 
procedures. Both of these measures were developed b) Moonnan (199 1) and use 
seven-point Likert response formats. Sample items include "When decisions about 
olhe,. employees in general or YOll in particular are made by this company .. . you 
are treated with respect and dignity" and " ... opportunities are provided to appeal 
or challenge the decisions." Further. Moorman found intemal consistency 
reliabilities of .94 and .93. respectively. for distributive and procedural justice. 

Job Satisfaction. Job satisraction \las measured by Brayfield and Rothe 's 
(1951) 18- item job satisfaction scale. This instrument uses a five-point Likert 
n:sponse format with seven reverse-scored items. Sample items inc lude ('Each day 
of work seems like it will never end" and "Most days I am enthusiastic about my 
work." Price and Mueller ( 1986) round reliability coerficients to exceed .70 and 
concluded thalthis sca le manifested adequate reliability and validity. 

Organizational Commitment. The 12- item scale developed by O'Reilly and 
Chatman (1986) was used to measure com 111 itment. In two studies, exploratory 
factor analyses supported the three dimensions of intcmaJiz3tion. idcnlification, 
and compliance conceptualized by O'Reill), and Chatman. This measure uses a 
seven-point Liken response scale and has four reverse-scored items; it has also had 
good rcliabilities in previous uses (e.g .. O'Reilly and Chatman, 1986). Sample 
items include " If the values of this organization were different . I would not be as 
attached to this organization" and '; 1 talk up where I work to my friends as a great 
organization to work for," 

Trust. A 12-i tem scale developed by Marlowe and Nyhan (1992) measured 
trust. This instrumenl uses a seven-point Likert response scale. with one reflecting 
nearly zero and seven reOecling nearly 100% confidence and trust in the 
individual's supervisor or organization . Marlowe and Nyhan (1992), using several 
samp les of public sector employees. found lest-retest reliabilities ranging from . 79 
10 .94 and intemal consistency reliabilitics ranging from .95 to .97. Pillai , 
Schriesheim. and WiJi lams (1999) found similar resu lts across two additional 
samples. Sample items include "My level or confidence that my supervisor will 
follow through on assignments is: _ ., and "When my supervisor tells me 
something, my level of confidence that I can rely on what he/she tells me is: 

Analyses 

L1SREL 8 (Joreskog & Sorbom. 1996) with maximum likelihood estimation 
was used for the structural equation analyses. Additionally, as suggested by 
Anderson and Gerbing (1988) and recommended by others (Medsker. Williams. & 
Holahan, 1994), a two-step analytic procedure was employed. 

First, measurement models were evaluated prior to the estimation of the 
structural models to prevent measurement misspecific3tion from being misinter
preted as misspecifications or the structural model (Burt, 1976). Since we had a 
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large number of items (40) relative to the SiLC of the German (88), Indi an (97), and 
Hong Kong Chinese (110) samples. and since the underlying structure of several of 
our meaSllres was clearly established, exploratory factor analyses (EFA) were 
employed for these analyses (Gerbing & Hamilton , 1996). As noted in Gerbing and 
Hamilton, "EFA is a viable strategy" for measurement model analysis; particularly 
si nce it can "aid the researcher in recovering an underlying measurement model 
that can then be evaluated" (p. 7 1) using structural equation modeling. 

Our EFAs began by examining the five variable measures separately. Items 
that performed poorly were deleted rrom the subscales in all samples (cf. Medsker 
et aI. , 1994). These analyses used principal components and principal axis 
(common) factor extraction methods with an oblimin rotation (delta was set at 0, 
allowing for fairly correlated factor; cf. Rummel, 1970). The criteria for 
detcnnining the number of factors were that all principal component eigenvalues 
be greater than one (Harman, 1976) and that scree plots of the principal axis factors 
support the number of factors extracted as being appropriate (Canell , 1966). When 
these analyses were completed, all of the remaining items were then examined 
simultaneous ly (in each sample separately). using the same approach as outlined 
above. 

The second analytic step was the structural equation analyses of severa l 
nested models for each sample. Because this study is exploratory in nature, the 
rigorous use of Anderson and Gerbing's (1988) decision tree approach is not 
possible. Instead, the logic of the decision tree approach was adapted and the 
completely saturated model (M,) was used as the starting point for each analysis or 
the nested models. Following Anderson and Gerbing (1988), constraints were 
imposed on Ms to create Me, which is the "next most likely constrained model." 
The parameter estimate constrained to zero was the one with the sma llest value. 
These nested models were then compared via Xl difference test. The first constraint 
on the saturated model created Mel and the Xl difference test compared Ms and M el' 

A nonsignficant test shows that the inOuence of constrained relationship was not 
meaningfully different from zero. A signiticant difference on this comparison 
shows that the less constrained model (M, in this case) is preferred to Mol because 
the relationship constrained to zero imposed in Mol is, in fact , meaningfully 
different from zero. When a significant difference is found between two models. 
the decision tree ends and the less constrained model is set forth as the preferred 
model. However, if the M s - Mel comparison is not significant. then a second 
constraint can be placed on M,I to create Mel' The Xl difference test would 
compare Mel and Md. If significant , the decision trec would end and M"would be 
the preferred model. If not significant. a third constraint can be placed on Mel to 
create M" and another X' difference test would be performed . This process would 
proceed until a significant Xl difference test would end the decision tree. 

Nonnally. we would then proceed to perform a "stacked" or multi-sample 
analysis of these mode ls (cf. Pillai, Schriesheim, & Williams, \999). 
Unfortunately, given the smaller samp le sizes of the German, Indian, and Hong 
Kong Chinese samples, multi-sample analyses would not run. The primary cause is 
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the very small ratio of the number of parameters to be estimated to the sample size 
(IIoyduk. 1987). 

Single Indic~ltor Approach. Sillce measurement of each variable was refined 
in the first step of OUf analyses (the EF As), a single indicator approach was lIsed to 
lest our struclUral models. Following recommended procedures (e.g., Joreskog & 
Sorbom. 1996; Williams & I la ter. 1986). the error variance oreach variable was 
sel equal to its variance multiplied by one Illinus the scale's reliability. This 
technique has been lIsed in a variety of studies generally with good results (e.g., 
Moormon. 1991). 

Additionally. all models \\ere specified with correlations between the two 
exogenous variables (procedural and distributive justice) and correlations between 
the endogenous trust, sat isfac tion. and commitment variables. This was done 
because of the t~ pical moderate level of correlation between each of these 
variables. Thus. while we did not \\ant to model causal relationships between them, 
we wailled to statistically account for these known relationships (Bollen, 1989; 
Ilayduk . 1987). Finally. no extraneous or "garbage" parameters (such as correlated 
errors) were modeled because they tend to artificially inflate model fit (cf. 
MacCallum. 1986). 

Fit Indexes. To e"amine model fit and compare alternative models the Re la
tive Nonccnlralily Index (RNI: McDonald & Marsh. 1990). Nonnormed Fil Index 
(NNFI: Bentler & Bonnet, 1980). and Chi-square difference test (Bentler & 
Bonnet, 1980) "ere used. As additional aids to interpretation, the Goodness-of-fit 
Index (GF I; Bollen. 1989). Adjusted Goodness-ofCfit Index (AGFI; Bollen, 1989), 
and the Root Mean Square Residual (RMSR) reported by L1SREL 8 were a lso 
employed. The .90 or higher convention first suggested by Bentler and Bonnet 
(1980), which has become the de facto standard in the field (Medsker el aI., 1994), 
was used as our standard for acceptable mode l fit for all indices excep' RMSR . For 
RMSR. the smal1er the residual. the better fitting the model. 

The sign ificance of a model's X! statistic was not used to assess its fil. 
Inslead. based upon the recommendation of Gerbing and Anderson (1992), Marsh. 
Balla and McDonald (1988). Mulaik ct al. (1989), and others (e.g .• Goffin, 1993; 
Medsker el 01 .. 1994; Tana~a. 1993). we used the fit indicalOrs mentioned above. 
Furthermore. the between-model comparisons among nested models were 
undertaken using Ihe X' difference test recommended by Bollen (1989) and olhers 
(e.g .. Hayduk. 1987; Joreskog & Sorbom. 1996: Medsker et al .. 1994), along wilh 
differences in Ihe Iii indices (cr. Gerbing & Anderson, 1992; Medsker el al .. 1994; 
Tanaka. 1993). 

Results 

Dcscripli\'c Statistics and Bivariate Correlations 

The means. standard deviations, and intcrcorrelations for the variables used 
are shown in Tables 1, 2, 3. and 4. Because the variolls items in the measures were 
originally developed in the U.S., we interpret the data cautiously and refrain from 
making direct comparisons between the mean scores across cultures because 
respondents in different cultures may have different frames of reference (Milliman 
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el aI. , 1995). Reliabilities for all measures in all samples had coeflicient alpha 
va lues exceeding the . 70 leve l. 

Ta ble 1 
Mea ns, Sta ndard Deviatio ns, Reliabilities, and 

Correlatio ns fo r the America n Sa mple 

Variable Mean SO a 2 

1. Trust 5.3 1 1.37 .97 
2. Job sal isfaction 6.0 1 .96 .87 .29** 
3. Organizational commitment 5. 15 1.21 .92 .44" .49" 
4. Distributi ve j ustice 3.25 1.0 I .94 .49·· .29· · 
5. Procedural j ustice 4.95 1.34 .96 .66·· AO" 

. p < .05. " p < .0 1. 

Table 2 
Means, Sta nd ard Deviations, Reliabilities, and 

Correla tions fo r th e German Sample 

Variable Mean SO a 2 

1. Trusl 5. 33 1.20 .95 
2. Job satisfac lion 3.19 1.48 .97 .00 
3. Organizational commitment 4.88 1. 32 .94 ? " ._ J .07 
4. Distributi ve j ustice 3.13 .85 .94 .39·· .20 
5. Procedural j ustice 4.61 1.15 .94 .39·· .0 1 

' p < .05 . " p < .0 1. 

Tab le 3 
Mea ns, Sta nda rd Deviations, Rcliabil ities, and 

Correlations for the Indian Sample 

Variable A1ean SO a 2 

1. Trust 4.73 1.08 .97 
2. Job satisfac tion 6.13 .8 1 .89 .42·· 
3. Organizational commitment 4.84 1.35 .94 .50" .35" 
4. Distr ibutive justice 3.33 .89 .97 .54 · · .4 1· · 
5. Procedural j ustice 4.27 1.24 .95 .6 1" .26' 

' p < .05 . "p < .01. 
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Table 4 
Means, Standard Deviations, Reliabilitics, and 

Correl. tions for the Hong Kong Chinese Sample 

Variable Meall SD a 2 

I. Trust 5.02 .99 ,93 
2. Job salisfaction 5.34 .84 .84 . 10 
3. Organizational commi tmen t 3.89 1.21 .92 .03 .43" 
4. Distributive just ice 3.14 .88 .90 3""·* . J .35 
5. Procedural justice 4.42 .95 .90 . 16 .29 

'p < .05 . "p < .01. 

Exploratory Factor An:llyses of the Measurement Model 

3 

.09 

.39** 

4 

.35** 

As noted above, Illulliple EFAs were used to examine the measuremelll 
model for each sample (cf. Gerbing & Hamilton, 1996). The resu lts are briefly 
presented for each measure and then for the measures as a set (additional detail on 
all of these analyses, including the final items retained for each measure, is 
avai lable from the first author upon request) . 

Distributive Justice. The six-item measure produced a single factor solution 
in each orthe samples, allowing the retention of all six of its original items. 

Procedural Justice. The EFA of the American sample revealed a sing le 
factor so lution, while the EFAs of the Gemlan. Indian, and Hong Kong Ch inese 
samples revealed two eigenvalues greater than one. Closer examination of the scree 
tcst , factor correlations, and factor loadings supported a single factor so lution 
rather than the two-factor solution indicated by the two eigenvalues greater than 
one in these three samples. Re-analys is supponed the retention of all items. 

Trust. In all four samples, the trust measure formed two factors that reflected 
trust in the supervisor (Factor I, with eight items) and trust in the organization 
(Factor 2, with four items). Since our intent was to measure trust in the supervisor, 
the items forming the second factor were omilted. Subsequent factor analyses of 
trust in the supervisor measure produced clean single factor solutions. 

Job Satisfaction. The four samples yielded a different set of factors a lthough 
there was substantial overlap among them . Six items consistently loaded on the 
first factor across all four samples and in the selection of our final measure, we 
chose these six items. Examination of these items reveals a simi lar affective 
content reflecting satisfaction with work. Subsequent factor analyses using these 
six items across the four samples yielded single facmr solutions. 

Organizational Commitment. All four samples yielded similar two factor 
solutions, with eight items corresponding to the internaliza tion and identification 
factors identified by Williams and Anderson (1991) loading on factor one and four 
items corresponding to the compliance ractor loading on faclor Iwo. Thus, 
following the example of Williams and Anderson, the compliance items were 
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dropped from Ihis measure and subseq uent fac lor analyses of both samples yielded 
clean sing le factor solutions. 

All Items as a Set. Aner the EFAs described above had yielded refined 
measures for the variab les. lhe 40 remaining items were factor analyzed separately 
for each sample. In the American sample, the EFA generated the hypothesized 
five-factor solution capturing 72 percent of the variance, The oblique (oblimin) 
rotat ion showed each item loaded on ils hYPolhesized faclor with no meaningfu l 
(above .35; Nunnally, 1982) cross-loadings. The factor loadings were quite strong 
ranging from .67 to .93 across the factors . The German faclOr structure had six 
e igenvalues greater than one, but the scree test (Canell , 1966) indicated an "e lbow" 
at the fifth fact or supponing the five-factor so lution. Given that Zwic k and Velicer 
( 1986) found that the scree test was superior to the eigenvalue test and that our own 
hypothesized factor st ruclure speci fi ed five factors , it was decided to reject a s ix
factor solution in favor of a five-factor solution. The rotated five-factor solution 
captured 74 percent of the variance and on ly one item had a meaningful cross 
loading (procedural justice). The remain ing items had acceptable factor loadings 
ranging from .55 to .97. The EFA for the Ind ian sample revealed seven eigenva lues 
above I, but aga in the "e lbow" sup po ned a five-factor so lution . As in the German 
sample, on ly one item (procedural justice) had a meaningful cross loading, while 
Ihe remaining items cleanly loaded on their intended factor . The loadings ranged 
from A l to .93. The Hong Kong Chinese sample EFA revealed nine eigenvalues 
above one. but Ihe graph showed a sharp elbow supponing a five-factor solution. 
The fi ve-factor solution showed a clean factor structure (no cross-load ings) with 
factor loading ranging from .42 to .86. These four EFAs clearly show these 
measures clearly tap dist inct , though related concepts. 

Structural Eq ua tion Ana lyses 

American Sample, Results for a ll fo ur samples are presented in Table 5. 
Following the logic laid out earlier, the saturated model (M,) was ana lyzed. Of 
course, the fit was perfect with the X' of zero (0 dt). Four of the s ix structural 
parameters were significant : only the relat ionships of distributive justice with job 
satis faction and organizational commitment were not significant. The decision tree 
ana lys is proceeded through two constraints (distributi ve justice- job sat isfaction 
and distributive justice-organizational commitment) before finding the preferred 
model (Md. Thi s model fits well wilh the RNI , NNFI, GFI and AGFI being in 
excess of Ihe .90 standard and the RMSR at .02 (Additional detail on the decision 
tree analysis is available from the fi rst au thor upon request). 

German Sample. In the saturated mode l (M,), four of the six structural 
parameters were significant. On ly the relationships of distributive justice with 
organizational commitment and procedural justice with job satisfaction were not 
significant. Like the American samp le, two c.onstraints (distributive justice
organizational commitment and procedural justice- job satisfaction) produced the 
preferred model (M,,). The final model fits well with the RNI , NNFI, GFI and 
AGFI in excess o f the .90 standard and the RMSR at .04 . 
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Table 5 
Relationships and Goodness of Fit Measures for the 

Preferred Model in the American, German, Indian, and 
Hong Kong Chinese Samples 

American German Indian Chinese 
sample sample sample sample 

Structura l relalionship (1/ ~ 486) (11 ~ 88) (11 ~ 97) (11 ~ I 10) 

Distributive justice to Trust . 14** .35** .3 1 ** .36** 
Distributive justice to 
Job satisfact ion .00' .25* 4-'** . J .42** 

Distributive justice to 
Organizational commitment .00' .00' .70" . 00' 

Procedural justice 10 Trust .59** .30** .44** .00" 
Procedural justice to 

Job satisfaction 4 ... •• . J .00' .00' .00" 
Procedural justice to 

Organizat ional commitment .68** .66** .00' .36** 

Goodness of fit measures , 
6.l3b 0.51' 3.47d 3.90' X: 

df 2 2 2 3 
RNI .99 1.00 .99 .98 
NNFI .98 1.12 .95 .96 
GFI .99 1.00 .98 .99 
AGFI .96 .98 .88 .93 
RMSR .02 .04 .05 .04 

Note: ' Relat ionship constrained 10 zero, bp ~ .47, 'p ~ .78, dp ~ . 18, 'p = .27. The 
structural parameter estimates are standardized. 
'p < .05. "p < .01 . 

Indian Sample. In the saturated model (M,), four of the six structural 
parameters were sign ificant. Only the relationships of procedural justice wi th 
organizational commitment and job satisfaction were not signi fi cant. Like the 
American and Gennan Samples, the decision tree analysis allowed two constraints 
(procedural justice-job satisfac tion and procedural justice- organizational 
commitment) prior to finding the preferred model (M,,). The model filS the data 
well with the RNI , NN FI , and GF I being in excess of the .90 standard and the 
RM SR at .05. Only the AGF I was below the .90 standard al .88. 

Hong Kong Chinese Sample. As before. Ihe salurated model (M ,) was 
analyzed. Three of the six structural parameters were significant: distribut ive 
justice with trust and job satisfaction and procedural justice with organizational 
commitment. This time the decision tree analys is allowed three constraints 
(distribut ive justice- organizational comm itment, procedural justice- trust. and 
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distributive justice- job satisfaction) prior to finding the preferred mode l (M,,), The 
model fits the data well with the RNI, NNFI. GF I and AGFI being in excess of the 
.90 standard and the RMSR at .04. 

In summary, in the U.S. sample, we found that distributive justice was related 
to trust but not to either job satisfaction or organizational commitment. Procedural 
justice, on the other hand, was related to trust, job satisfaction, and organizational 
commitment. In the Indian sample, we found that distributive justice was related to 
all three criterion variables, truSt , job satisfaction, and organizational commitment; 
whereas procedural justice was related on ly to trust. In the German sample, the 
results were slightly more balanced with respect to distributive and procedural 
justice: Distributive justice was re lated to both trust and job sat isfaction, and 
procedural justice was related to both trust and organizational commitment. 
Fi nally, in the Hong Kong Chinese sample distributive justice was related to trust 
and job satisfaction while procedural justice was related to organ izational 
comm itment. In general, both distributive and procedural justice were related to 
trust in all samples except the Hong Kong Chinese sample, where procedural 
just ice was not re lated to trust. 

Discussion 

The primary aim of this study was to replicate and ex.tend research on 
organizational justice in the U.S. to three other cultures, namely Germany, India, 
and China (Hong Kong). An important and interesting finding is the universal 
importance of trust as it relates to organizational justice. The relationship between 
justice and trust has already been established in the U.S. context (A lexander & 
Rudennan, 1987; Pillai, Scandura, & Williams, 1999). This study extends the 
findings to three other cultures-Gennany and India, and to China (Hong Kong). 
In all the cultures, it appears that justice and trust are related. In the Hong Kong 
Chinese sample. of course it was only distributive justice that was related to trust. 
This may perhaps be the result of Hong Kong Chinese workers traditionally 
preferring short-ternl cash to long-term benefits. Firms in Hong Kong have 
traditionally olTered packages with a large cash component. Thus, distributive 
justice may we ll be more salient to these employees as they focus on the sholl-tenn 
implications of their organizations' reward systems. The findings with respect to 
the Hong Kong Chinese may also be reneclive of the Overseas Chinese business 
culture, which is characterized by lack of trust in non-family members, decision 
making concentrated in the hands of a dominant fami ly member, and the lack of 
formal procedures and laws, which may seem unprofessional to Western eyes but 
work for the Overseas Ch inese (Hofstede, 1993). Studies of Mainland and Hong 
Kong Chinese have also shown that Chinese people believe in "pao", a 
metaphysical system of retributive justice. They be lieve that whether one is going 
to have "fu" (b lessings) or "huo" (curses) depends on the amount of good or bad 
deeds one has done. Because there is an automatic penalty/reward for bad/good 
deeds, human intervention is unnecessary (Ch iu, 1991). Thus, there may be less 
emphasis on procedural justice rules because of the reliance on the metaphysical to 
ensure that justice is done. 
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The other principal finding is the relative importance and impact of proce
dural and distributive justice across our different samples. It is interesting that pro
cedural justice plays a more important role than distributive justice in predicting 
satisfaction, cOl11l11iUllCnt, and trust in the U.S. sample. and distributive justice 
plays a correspondingly more importanl role with respect to these outcomes in the 
Indian sample. Ii is possible Ihat Ihe nunurant and benevolenl style of leadership, 
which is prevalelll in India (Sinha, 1995), generales a certain degree of confidence 
in the supervisor's ability to take care of procedural issues. Thus, procedural justice 
may not be as salient as distributive justice in the Indian context because it is taken 
for granted. This is supponed by results from another study of cross-cultural lead
ership and justice by Pilla;' Scandura, and Williams (1999), which showed Ihal 
distributive justice rather than procedural justice predicted job satisfaction in an 
Indian sample. Further, Hinduism emphasizes the virtue of dana. the obligation to 
give others their due (dislribulive juslice) and is similar 10 Chinese philosophy in 
its reliance on metaphysical forces to reward and punish good and bad deeds, 
respectively, which may account for the reduced emphasis on procedures designed 
by humans to correct injustice. However, it is well established that work relation
ships in India are personal in contrast to work relationships in Westem cultures that 
are primarily conlraclu.1 in nalUre (Sinha, 1995). Ii is arguable thol procedural jus
tice, which is partially relational in orientation, should be linked to outcomes such 
as commitment in a country in which relationships between supervisors and subor
dinates take on a nurturant-benevolent character. The current research did not sup
port Ihis relalionship in Ihe Indian sample and raises issues for future exploralion. 
It would also be interesting to explore these relationships in another country. Mex
ico, in which there is a similar nurturant- benevolcnt relationship (patron) bem·cell 
bosses and subordinates but which is geographicall) and culturally much closer to 
the U.S. than India is. 

The similarity between the findings for Gennan) and the U.S. augurs well for 
strategic alliances between corporations in the mo countries. The "balance" in the 
Gennan sample in the relationships between procedural and distributive justice and 
outcomes appears to echo the view or some practitioners \\ ho contend that if there 
is a European style or management, it is hair-way bem·een the U.S. and Asian 
models of managemelll (Calori & Dufour. 1995). COlliemporary Germans have a 
disposition to trust their leaders and accept regulation oflhe most minute aspects of 
behavior, which probably makes them comfortable \\ ith ha\ ing procedures for 
ensuring fairness in Ihe organizalion (Guillen. 199~) . 

Some studies have shown clear differences in supervisor subordinate 
relat ionships between (he former East and West Genllan) years after unification . It 
would be interesting to study whether similar differences exist between Russia and 
the West as the former endeavors to adopt capitalistic reforms and reward 
structures. There is increasing evidence that the ways of American business are 
being thoroughly analyzed and in many cases, adopted. in the counlries of Europe 
and Asia. 

The Jl1lernatlOnal Journal o/Conflict ,\!anagemcl1f. Vol. 11. ~o .. I. 100 I 



R. I'ILLAI, E. S. WILLIAMS, AND J. J. TAN 327 

Limitations and Directions for Future Research 

The study is not without its limitations. First, the data come from perceptual 
measures on a single survey instrument. However. attitudinal and behavioral 
measures are panicularly suitable for this type of assessment because they 
represem unique responses of individua ls (Dorfman, 1996). The fact that our initial 
theoretical model was not supported in all cultures strengthens our belief that the 
results were not entirely attributable to common method bias. Second, there were 
some significant differences in sample sizes among the various samples used in the 
study. Although the sample from the U.S . is quite respectable in size, the samples 
from Germany, India, and China (Hong 'Kong) are relatively small. We hope that 
Ihe relatively rigorous analyses to which we have subjected the measures and the 
data will alleviate any concerns in this regard. Further, the samp les in a ll three 
countries were comparable in that they were drawn from the same age group in 
service organizations. This is not true with respect to the gender composition of the 
samples. There is a greater skew towards the female gender in both the U.S. and 
Indian samples than in the other samples. In the Hong Kong Chinese sample, there 
is a moderate skew towards the male gender. Some studies have shown that gender 
moderates the relationship between justice and certain outcome variables such as 
citizenship behavior (Farh, Ear ley, & Lin, 1997). Third, we have used the nation
state as a surrogate for culture, which enables us to speculate on the importance of 
national differences but it does not allow us to conduct a more fine-grained 
analysis of the impact of culture on individual behavior in organizations. Fourth, 
studies have also suggested that procedural and distributive justice may interact to 
affect variables like organizational commitment and trust such that distributive 
justice has a stronger effect when procedural justice is low (B rockner & 
Weisenfeld, 1996). This needs to be examined more fully in future research. Fifth, 
with regard to the measure of procedural justice, our factor analyses results were 
consistent with prior use of one measure for procedural and interactional justice . 
However, some recent studies have begun to examine the separate effects of these 
justice constructs on outcome variables and have questioned the advisability of 
cross-pollinating the different scales, wi th mixed items (Colquitt, 2001). As this is 
a study in the exploratory mode, the next step would involve such analyses in 
future research with measures specifically developed to tap these constructs. 

Finally, it is possible that the inherent western orientation of the scales that 
were developed in the U.S. may have influenced the results to some extent. It is a 
reasonably well established fact , however, that Germans and Indians are somewhat 
familiar with American management theories. Despite the long historical 
association with the U.K .. a large number of Indian managers are trained in the 
U.S. and in American-style management schools in India. As Scarborough (1998) 
suggests, "Notwithstanding its disdain for the material world, Hinduism is an 
infinitely flexible and fundamentally benevolent force that will find a way to 
accommodate greater industrialization and more-Western practices" (p. 141). Post 
war Gem1any saw the steady increase of American multinationals making it "easier 
to imitate American organizational patterns" (Gui llen, 1994, p. 140). Large Indian 
corporations to this day often rely on foreign consulting firms to help them 
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restructure their organizations and look to Western models of management for 
Iransfomling Ihemselves. FUlUre research may focus on developing scales Ihat 
specifically tap into the individual cultural aspects of justice in each sample. 

In future research, it might be worthwhile to obtain independent measures of 
outcomes such as the group's perfonnance or citizenship behaviors and study its 
relationship to justice. It would be useful to explore the exact processes by which 
distributive and procedural justice influence individual and organizational 
outcomes. This would help researchers understand the differential impact of these 
two justice dimensions in the different cultures. For instance, in the Gennan 
context, it would be worthwhi le to examine the role of co-detennination, which 
allows workers a voice in the decision-making process, in perceptions of 
procedural justice and its outcomes. Since the 1950s, more than 90 percent of all 
work contracts in Genllany have been covered by collective bargaining agreements 
and Ihis has proved to be a very stabilizing influence on the workforce (Guillen, 
1994). Future research should also be aimed at developing culture specific 
propositions and testing them in a wider variety of cu ltures that include the under 
researched cu ltures in Ihe developing world and the fanner Eastern European 
countries. some of which are undergoing very turbulent transitions from state 
controlled economies to capitalist, entrepreneurial economies. 

Implications 

An important implication of this research for managers on international 
assignments is the realization that perceptions of fairness are inextricably linked to 
trust and that they would do well to work at managing the fairness perceptions of 
their employees in other cultures. Being fair in designing formal procedures to deal 
with employees, treating individuals in an interpersonally fair manner, and 
rewarding them fairly will probably go a long way towards building trust. Trust is 
arguably one of the most cri tical components of the relationship between the 
individua l and the firm. It is likely to lead to better relationships between labor and 
management, loyalty towards the organization, and higher morale. all of which are 
significant issues in a cross~cultural context. Managers shou ld also pay attention to 
the differential impacl of procedural and distributive justice on various 
organizational outcomes. In some cultures, il may be necessary to focus more on 
the fairness of outcomes, in others on the fairness of procedures and in yet others, 
on both aspects of justice. 
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