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CRITICALLY APPRAISED TOPIC:  
Effect of procedural justice on acceptance of outcomes of organizational change 
 
J.L. (Leonard) Millenaar MSc. 
 
 
1. Research question 
What is known in the scientific literature about the effect of procedural justice (fair process) on the 
acceptance of outcomes of organizational change? 
 
2. Background 
As a change consultant, my job is to contribute to the realization of organizational change. 
Organizational change can have both positive and negative effects, depending on the type of change 
and the specific individual or group affected by that change. In both situations, but particularly when 
the type of change has predominantly negative outcomes (e.g. lay-offs), I think it is of the utmost 
importance that the change process is just and neat. I am curious what impact procedural justice has 
on the way that people perceive the outcomes of organizational change. 
 
3. PICOC 
Population Employees who are subject to organizational change 
Intervention (or success factor) Perceived procedural justice 
Comparison Perceived procedural injustice 
Outcome Acceptance of outcomes of organizational change 
Context Western organizations 
 
4. Search strategy 
Search engine: ABI/INFORM Global 
Filter: Peer reviewed 
 
Search term Covered terms 
“Organi?ational *justice” Organisational justice 

Organisational injustice 
Organizational justice 
Organizational injustice 

“Procedural *justice” Procedural justice 
Procedural injustice 

“*fair proce*” Fair process(es) 
Unfair process(es) 
Fair procedure(s) 
Unfair procedure(s) 

 
 Search action Results 
1 TI(“Organi?ational *justice”) 269 
2 AB(“Organi?ational *justice”) 547 
3 TI(“Procedural *justice”) 227 
4 AB(“Procedural *justice”) 769 
5 TI(“*fair proce*”) 24 
6 AB(“*fair proce*”) 78 
7 TI(“meta analy*” OR “systematic review”) 2327 
8 AB(“meta analy*” OR “systematic review”) 3434 
9 1 OR 2 OR 3 OR 4 OR 5 OR 6 1299 
10 7 OR 8 3974 
11 9 AND 10 22 
 Relevant (personal judgment) 11 
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5. Results 
Author & date Population & type of 

organization 
Design Measures Outcome Comments Level of 

evidence 
Barsky & Kaplan 
(2007) 
 

Diverse (meta) 
K=45; N=>500 

Meta-analysis Independent: 
State affect (mood) 
Trait affect  
Dependent: 
Perceived org. justice 

Findings suggest that the state (mood) 
and traits of the employee correlates 
with the degree to which organizational 
justice is perceived 

Medium effect sizes B 

Behson (2011) 
 

Re-use of data from 
former meta-analyses 

Relative 
weight 
analysis 

Organizational justice Findings highlight the ambiguity in 
operationalization of distributive and 
procedural justice and its effects on 
research outcomes 

Quantitative analysis of 
existing data, focusing 
on demarcation 
problems in the field 

? 

Cohen-Charash 
& Spector 
(2001) 

Diverse (meta) 
K=190; N=64,626 
PsycINFO & ABI  

Meta-analysis Dependent 
Org. outcomes 
Org. practices 
Perceiver charact. 
 
(In)dependent: 
Procedural justice 
Distributive justice 
Interactional justice 
 
Dependent 
Performance 
Extra-role behavior 
Counter productive work 
behavior 
Attitudes & emotions 

Findings provide demarcation and 
operationalization of construct of 
organizational justice; 
 
Findings give overview of relevant 
variables that influence perceived 
justices, as well as variables that are 
influenced by the degree of justice 
perceive. Regression analyses are 
used to provide insights in correlations 
 

Medium effect sizes B 

Colquit et al 
(2001) 

Diverse (meta) 
K=183; N=51,000 
PsycINFO 1975-
1999, including 120 
separate meta-
analyses! 

Meta-analysis Independent: 
Procedural justice 
Distributive justice 
 
Dependent 
Outcome satisfaction 
Job satisfaction 
Org. commitment 
Trust 
Evaluation of authority 
OCB 
Withdrawal 
Negative reactions 
Performance 

Findings provide demarcation and 
operationalization of construct of 
organizational justice; 
 
Using regression analysis, the authors 
give an overview of relevant 
correlations between on one hand 
procedural and distributive justice and 
on the other hand a large number of 
variables  
 
 
  

Low-Medium effect 
sizes 

B 

Dierendonck & Diverse (meta) Meta-analysis Independent:  Findings suggest a positive relationship Medium effect sizes B 



	   3	  

Jacobs (2012) 
 

K=37; N=11,256 Fairness;  
Dependent:  
Organizational commitment 
of survivors and victims 

between fairness and affective 
organizational commitment. 
For survivors, procedural justice is 
more important than distributive justice. 
Fairness matters more when mass lay-
off is initiated for profit maximization 
(versus economic necessity) 

Fassina et al 
(2008) 

Diverse (meta) Meta-analysis Independent: 
Organizational justice 
Dependent: 
Citizenship behavior 

Procedural justice is a unique predictor 
of organizational citizenship behavior 

 B 

Hauenstein et al 
(2001) 

Diverse (meta) 
K=63; N=32,864 

Meta-analysis Procedural justice 
Distributive justice 
Research context 

Findings suggest that there is a strong 
relationship between procedural and 
distribute justice. However, questions 
are raised in regard to the effect of 
moderators i.e. research context 

Large effect sizes B 

Nowakowski & 
Conlon (2005) 
 

Re-use of data from 
former meta-analyses 

Qualitative 
research 

 Based on findings, the authors suggest 
that in this field of research, focus 
should be on moderators 

No quantitative findings 
on organizational 
justice 

D 

Rupp, Shao, 
Jones & Liao 
(2014) 
 

Diverse (meta) 
K=647; N=235,682 

Meta-analysis Multifoci justice 
perceptions; type-based 
versus source-based 
justice perceptions 

Findings suggest that despite the 
proliferation of rule sets in the literature 
(types of justice), individuals seek to 
hold some party accountable for the 
violation/upholding of such rules 

Medium effect sizes B 

Viswesvaran & 
Ones (2002) 

Diverse (meta) 
K=16; N=4,969 

Meta-analysis Independent: 
Procedural justice 
Distributive justice 
 
Dependent 
Job satisfaction 
OCB 
Commitment 
Productivity 

Findings suggests several relationships 
between the variables 

Medium effect sizes B 

Whitman et al 
(2012) 
 
 
 

Diverse (meta) 
K=38; N=50,000 

Meta-analysis Independent: 
Organizational justice 
climate;  
Dependent: 
Unit-level effectiveness 

Findings suggest a positive relationship 
between organizational justice climate 
and unit-level effectiveness on 
collective (organizational) level 

Medium effect sizes B 



 
6. Conclusions 
Procedural justice or fair process is a component of the construct of organizational justice. This is a 
socially engineered concept, developed in the social psychology. The degree of organizational justice 
and its components are by definition based on (the aggregation of) individual perceptions. 
 
Of the 11 relevant sources of research, there are two high-quality meta-analyses that focus exactly on 
the subject that I am investigating: Colquit et al. (2001) and Cohen-Charash & Spector (2001). These 
meta-analyses describe three main components of the construct of organizational justice: 

• Distributive justice: the perceived fairness of outcome distributions or allocations 
• Procedural justice: the perceived fairness of the procedures used to determine outcome 

distributions or allocations 
• Interactional justice: the perceived fairness of the way in which the process and outcomes are 

communicated. In some research this component is divided into: 
o Interpersonal justice: the dignity and respect granted by managerial authority 
o Informational justice: the presence or absence of explanations from managerial 

authority about new procedures 
 
The regression analyses in these meta-analyses show correlations between the different components 
of organizational justice. The strongest relationship is found in the effect of procedural justice on 
distributive justice, also referred to as the ‘fair process effect’. 
 
Furthermore, the analyses show correlations between the components of organizational justice on the 
one hand and organizational outcomes on the other. Positive correlations are found between 
effectiveness, productivity, job satisfaction, organizational commitment, organizational citizenship 
behaviour and trust. Negative correlations are found between organizational justice and withdrawal 
and negative reactions. 
 
7. Limitations 
The presented results are based solely on meta-analyses. Using regression analyses, all the relevant 
results up to the point of publication have been incorporated into the major meta-analyses. Most meta-
analyses, however, are based on studies lacking a control group or a pre-measure. The presented 
insights therefore have a moderately high level of evidence. 
 
One important limitation is that in all the publications studied, the link to organizational change has not 
been explicitly made. Nonetheless, organizational justice can be seen as a universal construct, which 
applies in all situations including organizational change. Furthermore, the dependent variables such as 
organizational commitment, effectiveness and productivity are important factors in the context of 
organizational change. 
 
8. Recommendations 
Findings strongly suggest that employees will be more likely to accept (negative) outcomes if the 
process to reach those outcomes is perceived as fair. 
 
In addition, perceived procedural justice (as a component of the overall organizational justice) might 
have more positive results, such as increased effectiveness, productivity, job satisfaction, 
organizational commitment, organizational citizenship behaviour and trust. 
 
Based on findings in scientific research (and apart from ethical reasons that favor a fair process), I 
recommend that managers and consultants strive for maximum procedural justice, because it is 
expected to positively affect the acceptance of outcomes (distributions) of organizational change. 
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