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ABSTRACT
AFFECT AND ORGANIZATIONAL JUSTICE:
AN EMPIRICAL ASSESSMENT OF THE
INFLUENCE OF MOOD ON FAIRNESS PERCEPTIONS
By

David Michael Waldschmidt

The present article explores the impact of individuals' positive/negative
affective states on perceptions of fairness. It was hypothesized that perceptions of
fairness and the weighting of information would be congruent with the individual's
currently experienced affective state. It was also hypothesized that individuals
experiencing negative affective states would use more information when making
fairness judgments. To test these hypotheses, a study was conducted in which
subjects’' moods were manipulated through the visualization of affectively charged
life experiences. These subjects were then asked to judge the fairness of events in
several written scenarios. Results did not support the stated hypotheses. Results
provided limited support for the statement that individuals -- regardless of
affective state -- weighted positive information more heavily when making an
overall judgment of procedural fairness. Implications of these findings are

discussed, and recommendations for future research are made.



My favorite dedication was written by clinical psychologist George A. Kelly, who
dedicated his book A Theory of Personality with the following:
To a lot of people I know, and some I don’t, most of whom I like, and some
I don’t, but acquaintances or strangers, friends or scoundrels, I must confess
I am indebted to them all.
The acquaintances, strangers, friends, and scoundrels in my life have been as
important to me as they were to Dr. Kelly. However my thesis is dedicated not to
them, but to the One who created them. This thesis -- like its author -- is
dedicated to God the Father, God the Son, and God the Holy Spirit, through the

intercession of Mary, the Mother of God.
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INTRODUCTION

"Love is stronger than justice."

Gordon Matthew Sumner

There is something very basic and very primal about an individual's sense

of justice. As far back as memory permits, many of us can picture a time in which
our sense of justice was violated. Whether this violation was the result of an
intentional act of someone older and more powerful than ourselves, or whether the
violation was simply due to another's oversight, many can remember that peculiar
gnawing sensation, and that feeling of raw discontent produced by the incident.!
The emotions which accompanied the transgression are likely to have left an
indelible imprint in the mind. What may not have been clear at the time was the
influence those emotions had upon the judgment of the violation. The present
article explores the impact of affective states on individual perceptions of fairness.

To that end, relevant literature in affect and organizational justice is presented, and

! The present author can recall heated arguments arising from the amount of
dessert put on the plate by a caregiver, as compared to the amount put upon the
plate of a sibling.



a series of hypotheses is offered.

This paper is not intended to serve as a review of the literatures on affect
and justice perceptions, nor are the hypotheses offered intended to address all of
the issues surrounding the relationship between affect and justice. It is intended to
increase our understanding of the unique influence that individuals' emotional
states have on perceptions of fairness. The paper is organized in the following
manner: First, material will be presented regarding why this topic is an important
one, and why researchers and practitioners should be interested in the issues
discussed. Next, definitions for the relevant affective constructs will be presented,
after which the role of affective states in memory, cognitive organization, and
information processing will be examined. The discussion will then move to issues
surrounding the role of affective states in individual cognitive style and decision
making, and to recent research relevant to affective experience in organizations.
Having explored the ways in which affective states color generic informational and
interpretive processes, we next examine the literature dealing with a specific
interpretive process -- the cognitive appraisal of the fairness of environmental
events. To this end, organizational justice constructs will be defined and relevant
research findings and issues will be discussed. Having discussed the relevant
literatures, a number of hypotheses are presented and an empirical study designed
to investigate the phenomenon of interest is described. Results of this study are

presented, and the implications of these findings are discussed. Concluding the
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paper are recommendations for future research.

Why is this Topic Important?

The stakes involved in employee fairness perceptions can be quite high for
organizations. Organizational justice issues are involved in virtually every phase
of the employee-employer relationship (cf. Moorman, 1991). Likewise, the effects
of justice perceptions can be felt at every phase as well, and those effects can
permeate the organization and penetrate its very core. Schmitt & Gilliland (1992),
for example, note that perceptions of faimess can have an impact on organizational
recruitment, organizational reputation, and organizational turnover. Fairness
perceptions have even been linked to employee theft (Greenberg, 1990, 1993). In
addition, and perhaps most importantly, organizations should be sensitive to
fairness perceptions of employees for moral and ethical reasons related to
employee health and well being (Robertson & Smith, 1989; Herriot, 1989).

Due to the incredible complexity present in organizational systems and in
their participants, it is undoubtedly the case that elements of that system will never
be universally perceived as being fair; since individuals use different interpretive
frameworks when observing and analyzing situations (e.g. see Leventhal, 1980), a
lack of consensus on fairness perceptions is virtually guaranteed. Exacerbating the
problem for organizations is the fact that individuals typically employ an

egocentric bias in their interpretations of what is fair and unfair (Greenberg, 1983;



Thompson & Lowenstein, 1992).

Given this situation, it is important for organizations to be able to identify
factors (i.e. personal characteristics, environmental conditions, etc.) that contribute
to judgments of fairness. Gilliland (1993) agrees and points out that this is an area
in which we need to advance. With such knowledge, organizations would have a
better sense of how and when to respond to disgruntled employees, and they
would be in a much better position to attempt some form of "damage control." If it
were known when justice violations were becoming apparent to individuals, then
organizations could do something to help manage the situation. Gilliland (1993)
and Organ and Konovsky (1989) suggest that organizations could try to make a
particular unviolated standard of justice more visible to individuals, and thereby
decrease the effect that a violated standard had on individuals' overall perceptions
of faimess.” Organizations would also have a better sense of when to solicit the
opinions of their constituents in an attempt to give them a greater voice in valued
decision making processes. This might help to offset the effects of violations on
overall fairness perceptions. The present study attempts to identify one possible
causal antecedent to an individual's perception of a justice violation -- the affective
state of the individual.

In 1981, Tomkins predicted that "the next decade or so belongs to affect”

2 Gilliland does note, however, that this could potentially backfire and make
the violation even more visible.
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(p.314). In 1985, Watson and Tellegen affirmed Tomkins' prediction and noted

that "psychology has rediscovered affect” (p.219). Recent findings concerning the
role of affect in information processing, cognitive style, and decision making may
contribute to our understanding of how fairness perceptions arise. From the
standpoint of the organization, much could be done if affect plays a substantial
part in determining fairness perceptions (and if fairness perceptions are viewed as
being important to organizational operations (e.g. in union environments)).
Organizations could hire individuals who have a predisposition to experience a
particular affective state (this could potentially lower the total number of
grievances), they could train individuals to be aware of their current affective state
and recognize its influence on thought processes (thereby helping the individual to
make more accurate attributions and realize that a negative mood (perhaps due to a
problem at home) can make them oversensitive to minor aspects of working
conditions), and they could train individuals to recognize environmental factors
that trigger particular affective states (thus inoculating them and preparing them to
deal with the effects of the mood on thought processes). Organizations could also
structure the task environment to maximize the probability that desirable states
will be experienced.

We have discussed a number of reasons why this topic is an important one,
and we have noted that organizations have within their ability the means to address

some of these potential concerns. As of yet, no empirical evidence has been
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presented regarding why affective states may be a critical factor in fairness
perceptions, nor have theoretical arguments been made concerning this matter.
Empirical and theoretical support will be provided shortly. Before we can
intelligently discuss the literature on affect, however, we must first outline and
define the relevant affective constructs and provide some indication of the

structure of affect. We now turn to a discussion of this research.

The Nature and Structure of Affect

There is a lack of consensus among researchers as to the proper definition
of the terms affect, mood, and emotion, with the result being significant
differences in how they are used in the literature (Forgas, 1991; Batson, Shaw, &
Oleson, 1992). For example, some use the word "affect” to connote a global
description of the full range of emotional experiences which avail themselves to
human beings (e.g. Petty, Gleicher, & Baker, 1991). Others sharply restrict the
term, using it only to describe an individual's momentary positive or negative
reaction to a perceived stimulus event (e.g. Niedenthal & Showers, 1991). The
global definition of affect as presented by Batson, et al. (1992) holds promise for
organizing and discriminating among these constructs. Batson et al. treat affect as
a general, superordinate construct which possesses a valence (positive or negative)
and an intensity level. Mood and emotion are identified as specific forms of

affect. Moods are conceptualized as being diffuse and transient valenced states
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which fluctuate around an equilibrium point which is set by the individual's
affective predisposition. These states occur as the individual fine tunes his or her
general expectations about the future based on current conditions. Emotions, on
the other hand, are viewed as being highly charged valenced states of much shorter
duration which take place in reference to how circumstances influence a specific
goal in the present. Batson et al.'s presentation of these constructs will serve as a
reference point for the use of these constructs in the current paper. Reflecting
their use in much of the literature, the terms affect and emotion are used
interchangeably in this paper and refer to the general definition of affect as
presented by Batson et al.. Where the literature distinguishes between these two
constructs, this paper will attempt to do so as well. The definitions of affective
state and mood as used in this paper are consistent with the definition of mood
presented above. This definition is used because it is consistent with how
researchers have measured and discussed affective state and mood in the literature
to be discussed.

Watson and Tellegen (1985) examined the underlying structure of affect
across numerous research instruments and studies and concluded that the structure
of affect could be adequately described in reference to a circumplex containing

two robust, independent, unipolar factors - positive and negative affect.” The

*Larsen and Diener (1992) define circumplex in the following manner: "A
circumplex is a two-dimensional, circular structure in which single attributes
(continued...)
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upper end of each of these scales signifies emotional arousal, while the lower end
signifies a lack of arousal. Individuals experiencing high positive affect are
characterized as being active, enthusiastic, excited, and strong, while individuals
experiencing low positive affect are characterized as being drowsy, dull, sluggish,
and sleepy. Individuals experiencing high negative affect are characterized as
being distressed, nervous, and hostile, while individuals experiencing low negative
affect are characterized as being calm, placid, and relaxed. Figure 1 provides a
visual aid of this circumplex. Watson and Tellegen suggest that "mood assessment
and mood research should reflect the structure of emotional experience" (p.233).
Because positive and negative affect define that structure, researchers need to
measure these factors in order to adequately capture an individual's mood.
Although Watson and Tellegen's model of the structure of affect has been
quite influential, researchers have not yet reached a consensus regarding the
factors to be derived from this circumplex. Recently Burke, Brief, George,
Roberson, and Webster (1989) have challenged Watson and Tellegen's claim that
mood is best represented by a two factor model. They present data from three
samples which supports a four factor model consisting of the following: Positive

Arousal, Negative Activation, Low Arousal, and Low Activation. More severe

3(...continued)
correlate highly with those attributes nearby on the circumference of the circle,
correlate near zero with those attributes one-quarter way (90°) around the circle,
and correlate inversely with those attributes directly opposite on the circle" (pp.
25-26).



WGH 905|st Afre;,

octive K
&’ eloted 4’04’
\‘; cnlhu_sioéﬁc Gé‘
¥\ content excite
e citec R
» i strong arcused VY,
~ kindly ) o
Q plecsed ostonished o_\;
satisfied ,swpmed ‘%
~ wormheorted . ’/ Z,
O \ s,
G‘I‘.' \\ ’// z
< ™ 7 distressed Q
Zw  “am Nl e fearful
oz — ol \*——, hostile X
= = placid 7 hosile _ 23
< reloxed IRl RN iinery 9
(V] ”, N nervous >
“Z‘ e AN scornful 3
/’ . o
s \_ blue -
g ’ grouchy
9 quiescent lonely &
Yo auier sad &
y PR sorry N S
G“vo drowsy vnhoppy \5\
6'4, 'dull QV",
& sleepy W&
Y sluggish \)\'\‘

L ! <
OW pos Tive AFFEC

Figure 1: The Two Factor Structure of Affect (Watson & Tellegen, 1985)

criticisms of the Watson and Tellegen model have been levelled by Larsen and
Diener (1992). Larsen and Diener argue convincingly that the positive and
negative affect factors are bipolar (not unipolar as indicated by Watson and
Tellegén), and that these two factors are misnamed. They point out that many of
the descriptors on the low end of the positive affect dimension (e.g. dull, sluggish)
are typically viewed as being "negative," while descriptors on the low end of the
negative affect dimension (e.g. relaxed, calm) are typically viewed as being

"positive." In short, the positive affect and negative affect dimensions each
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contain both negative and positive elements (indicating bipolarity). In addition,
descriptors which are typically associated with positive mood states are notably
absent from the high end of the positive affect dimension (e.g. happy, pleased,
content) and descriptors which are typically associated with negative mood states
are absent from the high end of the negative affect dimension (e.g. unhappy, sad).
Further complicating matters is the fact that Watson and Tellegen's portrayal of
positive and negative affect contains an activation component within each positive
or negative component. Thus the factor labels "positive affect" and "negative
affect” do not adequately represent the content which has been measured.

Larsen and Diener take note of the circumplex structure of mood, and
propose a very simple solution to this problem. By employing a different rotation
of the axes on the circumplex, they obtain a pleasant-unpleasant dimension, and a
high-low activation dimension which are conceptually much purer and
representative of their content than were the positive and negative affect
dimensions put forth by Watson and Tellegen. They defend their rotation by
noting that "any rotation is mathematically defensible because no rotation can
offer superior accountability for variance in a truly circumplex attribute set." They
supplement their argument with evidence from Ketelaar (cited in Larsen & Diener,
1992) which provides additional support for the circumplex structure of affect.
Larsen and Diener's affect circumplex is presented in Figure 2, and this figure

indicates the descriptors for the above dimensions.
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Aroused

Astonished
Stimulated
Surprised
Distressed Aclive Enthusiastic
Annoyed Inlense Elated
Fearful Excited
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Tired Content
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Tranquil
Stin
Inaclive
Idle
Passive

Figure 2: The Self-Report Affect Circumplex (Larsen & Diener, 1992)

Larsen and Diener note the bipolarity of dimensions in their discussion of

the circumplex.** Because positive and negative affect represent opposite poles on

. .* On aside note, Cudeck (1986) and Mayer, Salovey, Gomberg—Kaufma:n, and
Blainey (1991) point out that LISREL and other covariance modelm.g te:chmques
have problems fitting negative covariances in bipolar quels. {\pphcat'lon of these

techniques to bipolar dimensions results in solutions which split eac.h l?xpolar
dimension in half. Mayer et al. and Larsen and Diener argue that this is the reason
why Burke et al. obtained four factors from a scale based on Watson and
Tellegen's two factors. Burke et al. did not include measures of the pleasant-
unpleasant or high-low activation dimensions in their analysis.

’ Larsen and Diener seem to have made a slight oversight here. The high-low
: (continued...)
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a single dimension, it is impossible for an individual to experience high positive
and high negative affect at the same time (this is possible within the Watson and
Tellegen framework).

These two perspectives on the structure of affect have been presented in
order to note a potential source of confusion. While a number of researchers have
applied Watson and Tellegen's formulation of positive and negative affect and
derived a number of scales based upon this formulation (e.g. The Positive Affect
Negative Affect Schedule (PANAS), the Job Affect Scale (JAS)), a number of
other researchers have defined and operationalized positive and negative affect in a
manner that is more consistent with the Larsen and Diener pleasant-unpleasant
dimension. Some researchers have operationalized their measures in accordance
with the Watson and Tellegen formulation of affect, but discussed positive and
negative affect in a manner that is more consistent with the pleasant-unpleasant
dimension of Larsen and Diener and glosses over or does not address the
activation component in this measure (e.g. Brief & Roberson, 1989; Burke, Brief,
George, Roberson, & Webster, 1989; George, 1989, 1990, 1991; Organ &
Konovsky, 1989).

The majority of the research to be discussed in this paper has examined

positive and negative affect from a perspective that is consistent with Larsen and

’(...continued)
activation dimension would appear to be unipolar.
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Diener's bipolar pleasant-unpleasant dimension. The labels positive and negative
affect will continue to be used in this document (as opposed to using the terms |
"pleasant” or "unpleasant affect"), however, because the literature to be discussed
has specifically used these terms and because these terms reflect the way that
individuals commonly refer to these affective states. Unless it is explicitly stated
otherwise, the reader should assume that the term "positive affect" refers to the
experience of happiness and cheerfulness, while the term "negative affect" refers
to the experience of unhappiness and sadness.

At this point it is necessary to make a distinction between the affective state
currently experienced by the individual (state affect), and the individual's
predisposition to experience that particular state (trait affect). Trait affect is
viewed as a relatively stable individual difference variable, while state affect is
much more variable and changes over time. While recognizing this distinction
between trait and state affect, it is also necessary to recognize that the current
affective state often reflects the affective levels typically experienced by the
individual (Costa & McCrae, 1980). Trait affect influences state affect, although
state affect is also influenced by situational factors and the interaction between the
person and the situation (George, 1991). State affect typically accounts for a much
larger proportion of variance than does trait affect, when researchers have
examined how an individual reacts in a particular situation (George, 1991). This

distinction has been made to clarify our discussion of this research. The
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individual's currently experienced affective state is the focus of this paper.

Having discussed the nature and structure of affect, we are now in a
position to examine research dealing with the role of affect in information
processing, cognitive style, and decision making. As will be discussed in greater
detail later, fairness perceptions involve a cognitive appraisal of perceived events
in reference to applied standards of justice. Faimess perceptions are thus
influenced by factors which bias this cognitive appraisal, influence the selection of
standards, and warp the perception of events. To the extent that affective states
are capable of influencing cognitive appraisals, the selection of standards, and the
perception of stimulus events, they should also influence individual perceptions of

faimess.

The Role of Affect in Cognition

Affective states have been found to influence the encoding, retrieval, and
interpretation of information in memory (see Blaney, 1986 for a review).
Although the mechanisms through which affect has its influence have not been
clearly identified by empirical work (Blaney, 1986), its influence cannot be
denied. Blaney points out that the majority of research dealing with the influence

of affect on memory has taken place under the umbrella of network theory.
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Network Theory

Proponents of network theory argue that emotions have complex linkages in
memory structures (Bower, 1981, 1991). According to this view, each emotion is
represented by a node within the memory structure, and these nodes are linked to
each other, to particular events relevant to the emotion, and to particular
interpretive rules which are used to understand the social environment. When an
emotion is experienced, both the node associated with it and its linkages become
activated. Conversely, nodes associated with dissimilar emotions and their
linkages become inhibited. Information located in activated areas of the network
becomes much more accessible to conscious
thought, while information located in inhibited areas becomes difficult to uncover.
Fundamentally, this means that information which surfaces in working memory
will be largely congruent with the individual's affective state.

Not only is the information in working memory biased towards the affective
state, but affective states also can influence the search for additional information
from the environment. Bower (1983) suggests the following:

... We can thus expect the emotional person to use top-down or expectation-

driven processing of his social environment. That is, his emotional state

will bring into readiness certain perceptual categories, certain themes,
certain ways of interpreting the world that are congruent with his emotional

state; these mental sets then act as interpretive filters of reality and as
biases in his judgments. (p. 395)

The information which passes this filter and becomes available to conscious



16

thought -- the information which subsequently will be used in decision making --
is inherently biased in content by the direction of the affective state.

Thus, in making a judgment or decision, network theory suggests that the
"emotional" individual relies upon two sources of information -- past experiences
and perceptions of the current situation -- both of which have been subject to an
affective filtering process.® This information is then further affectively censored
by mood congruent interpretive processes which attempt to synthesize the
available data into a form that is closely aligned with the affective state. The net
result of all this is a tunnel vision brand of decision making. The propositions of
network theory have been generally supported by research (Bower, 1991; Forgas
& Bower, 1988; Clore & Parrott, 1992). Empirical evidence for selective
exposure to mood congruent information, biased attention towards and perception
of mood congruent information, and learning and recall of mood congruent
information has been demonstrated (Bower, 1991), although some have noted that
the effects are not as clear for negative moods (Isen & Daubman, 1984).

The influence of mood on memory and information processing is not

restricted to a drive for mood congruency. Evidence also exists that individuals

This not meant to imply that these are the only sources of information
available to the individual. Other sources are also available (e.g. other
individuals), and are probably influential as well. However, these additional
sources will likely be subject to the same scrutiny by the affective filters Bower
(1983) mentions.
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attempt to regulate their affective states (Morris & Reilly, 1987), and under such
circumstances, they may engage in mood incongruent recall (Parrott & Sabini,
1990). Mood incongruent recall can occur when individuals attempt to regulate
their affective states by inhibiting their current mood. For example, individuals
who are experiencing negative affective states may attempt to recall mood
incongruent information in order to repair their mood and move to a more pleasant
affective state (Blaney, 1986). The reasons for inhibiting a bad mood or
maintaining a good mood are intuitively obvious. Less obvious are reasons why
an individual might be motivated to inhibit a good mood, or to maintain a bad
mood. Parrott (1993) has presented numerous reasons why individuals may forego
the hedonistic value of an affective state in order to achieve a particular goal. For
instance, an individual could inhibit a good mood in order to protect him or herself
against future disappointment, or to behave appropriately in a social setting (e.g. a
funeral). An individual could maintain a bad mood in order to motivate him or
herself to work harder, or to aid him or her in influencing the mood of another.
Certainly the mood incongruency perspective must be taken into account. While
the vast majority of research on mood and memory has focused on mood
congruency, researchers are becoming more and more mindful of factors that may

produce the opposite result.
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In addition to the previously discussed sources of information, research also
suggests that the affective state itself serves as an informational cue to the
individual (Schwarz & Clore, 1983; Clore & Parrott, 1992; Niedenthal & Showers,
1992; Schwarz & Bless, 1992) The influence of the affective state, however, is
limited by the state's apparent relevance to the judgment to be made (Schwarz &
Bless, 1992). Schwarz and Clore (1988) argue that individuals often interpret their
current affective state in an effort to assist them in forming complex, evaluative
judgments. Employing a functionalist approach to emotion, Schwarz and Bless
(1992) propose that emotions provide individuals with valuable information about
their situation. Positive emotions inform one that the current situation is a safe
one, while negative emotions inform one that the current situation is laced with
danger. Schwarz and Bless are not alone in their opinions (cf. Clore & Parrott,
1992). Some even go a step further and claim that "emotions exist for the sake of
signalling states of the world that have to be responded to, or that no longer need
response and action" (Frijda, 1988, p. 354). Research on the role of affect in
decision processes has been used to lend credence to this perspective. Schwarz
and Bless (1992) argue that a psychological "fine tuning" takes place, in which
thought and decision processes are brought into alignment with the demands of the
situation. Research on positive and negative affect would seem to corroborate this

Vview.
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Positive and Negative Affect and Decision Making

Isen (1993) suggests that individuals' cognitive processing styles are
influenced by the valence of their current affective state. Positive affective states
were found to promote cognitive flexibility and increase breadth of stimulus
categorization (Isen & Daubman, 1984; Isen, Niedenthal, & Cantor, 1992), to
stimulate innovation and creativity in problem solving (Isen, Daubman, &
Nowicki, 1987), to increase the integration and elaboration of positive or neutral
material (Isen, 1987), to cause individuals to exert less cognitive effort and rely on
heuristics in making social judgments (Bodenhausen, Kramer, and Siisser, 1994),
and they have been found to promote more heuristic processing (as opposed to
systematic processing) of persuasive messages (Mackie & Worth, 1991). In
addition, positive affect appears to increase intrinsic motivation (Isen, Shalker,
Clark, & Karp, 1978; Estrada, Young, & Isen, 1992) and the efficiency of decision
making in certain situations (Forgas, 1991). Individuals who are experiencing
positive affect are also motivated to maintain their positive state (Isen &
Simmonds, 1978; Bowers, 1991). Isen (1993) notes that positive affect appears to
influence the very context in which individuals are situated. All of the above has
impact on individual performance and decision making in a variety of ways,
depending upon the task and its importance, situational characteristics, and the
way in which the situation has been framed (Isen, 1993).

Negative affect has a substantially different impact. Individuals
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experiencing negative affect were found to generate more causal explanations for
poor performance, and to employ greater intensity in their causal reasoning
(Bohner, Bless, Schwarz, & Strack, 1988). Negative mood inductions caused
individuals to exert greater effort (Bless, Bohner, Schwarz, & Strack, 1990), to use
more information in decision making (Sinclair, 1988), and to make fewer
associations and perceive fewer similarities when clustering items in a memory
test (Schwarz & Bless, 1991). In addition, negative affect caused individuals to be
more analytical and detail oriented in their thinking (Schwarz, 1990), more task
oriented and focused (Schwarz & Bless, 1991), and more realistic and accurate in

their judgments (Wegner & Vallacher, 1986).

Affective Experience in Organizations

Recently Weiss and Cropanzano (1996) have articulated a theory of affect
in the workplace. Affective Events Theory (AET) targets the "structure, causes
and consequences of affective experiences at work." According to this view,
environmental features set the stage for work events, which are the proximal
determinants of affective reactions in the workplace. These affective reactions
then influence work attitudes and "affect driven" behaviors (e.g. helping behaviors,
coping strategies, etc.). Affective dispositions are posited to directly influence
affective reactions, and they also moderate the relationship between work events

and affective reactions. Certainly AET holds promise for organizing the way we
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think about affect in the workplace. As yet, however, a number of its propdsitions
have not been tested.

Bodenhausen (1993) has distinguished between two different types of affect
which have relevance to the work environment. Integral affect refers to affective
states which are elicited by the immediate context that the individual finds him or
herself in. In a work environment this would include affective reactions to factors
such as physical working conditions, coworker relations, organizational climate,
culture, etc.. On the other hand, incidental affect refers to affective states which
have been elicited by factors and situations which are external or unrelated to the
present context. The individual who is experiencing affective reactions which
have their genesis in a situational context that is different from the current one is
experiencing incidental affect. This distinction between integral and incidental
affect is an important one, and the form of the affect experienced has strong
implications for how organizations respond to issues that may arise. The
employee who has difficulty concentrating on work due to negative affective states
produced by family problems (incidental affect) must be handled differently from
an employee who finds it difficult to concentrate due to negative affective

reactions produced by working with an abrasive coworker (integral affect).

To summarize some of the main points so far, affective states have been

found to have an influence on cognitive organization, information retrieval, and
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information processing and interpretation -- all of which can then have an impact
on judgment and decision making. In the workplace, organizational events are
likely to be a proximal cause of affective reactions. As was mentioned earlier,
fairness perceptions are viewed as being the result of a cognitive appraisal of these
perceived events in reference to a standard. The literature just presented has
indicated that affective states have profound effects on cognition and perception.
To the extent that affective states are capable of influencing cognitive appraisals,
the selection of standards, and the perception of stimulus events, they should also
influence individual perceptions of faimess. We are now ready to consider issues

in the organizational justice literature.

Organizational Justice Research and Issues
Moorman (1991) defines organizational justice as the following:
Organizational justice is the term used to describe the role of fairness as it
directly relates to the workplace. Specifically, organizational justice is
concerned with the ways in which employees determine if they have been
treated fairly in their jobs and the ways in which those determinations
influence other work-related variables. (p. 845)

As is evident from this definition, organizational justice issues are ubiquitous in an

employee's relationship with his or her employer. Organizational justice

researchers have examined issues related to selection (see Gilliland, 1993 for a

review), job satisfaction (McFarlin & Sweeney, 1992), performance appraisals

(Greenberg, 1986), and job termination (Rousseau & Aquino, 1993).
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In an effort to bring order and parsimony to a diverse research base,
Greenberg (1987) developed a taxonomy for organizational justice theories.
Greenberg suggested that theories of justice could be categorized as being either
reactive or proactive, and that they could be further classified according to their
focus upon issues of process or content. This categorization scheme is depicted in
Figure 3. Reactive organizational justice theories examined individual responses
to perceptions of injustice, while proactive theories examined individuals' attempts
to generate fair and just conditions. Process organizational justice theories
concerned themselves with the fairness of the procedures and mechanisms used to
allocate valued resources (i.e. procedural justice), while content theories focused
on the fairness of resultant outcome distributions (i.e. distributive justice).
Greenberg provided examples of theories for each of the four classes presented in
his taxonomy. However, an in depth examination of each of these classes of
Jjustice is beyond the scope of this paper. The primary focus of this paper concerns
issues that have arisen from Gerald Leventhal's work in the proactive-process
(procedural justice) areas.

Leventhal (1976, 1980) proposed that individuals assessed the fairness of
situations through a justice judgment model. The justice judgment model
stipulates that individual perceptions of fairness are based upon results from the

application of distribution justice rules and procedural justice rules. This paper
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Reactive- Content-Process Dimension
Proactive
Dimension Content Process
Reactive Content Recctive Process
Reactive Equity theory Procedural justice
(Adams, 1965) theory (Thibaut
& Walker, 1975)
, Proactive Content Proccctive Process
Proactive Justice judgment Allocation preference
theory (Leventhal theory (Leventhal,
(1976a. 1980C) =ruza, & Fry, 1980)

Figure 3: Taxonomy of Organizational Justice Theories
with Corresponding Predominant Exemplars (Greenberg, 1987)

and the study described will focus on matters concerning procedural justice and |

procedural justice rules.

Procedural Justice Rules

Procedural justice rules concern the fairness of procedures involved in the
allocation of valued outcomes. Leventhal identified six such rules: the consistency
rule, the bias-suppression rule, the accuracy rule, the correctability rule, the

representativeness rule, and the ethicality rule. These rules are described here
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briefly. The consistency rule states that allocative procedures should be
consistently applied both over time and across persons. The bias-suppression rule
states that allocative procedures should be completely free from the influence of
personal interest and "doctrinaire views" (p. 41). The accuracy rule states that
allocative procedures should rely on information that is as accurate and
appropriate as possible. The correctability rule states that decisions made during
allocation procedures should be open to appeals, and amenable to change in the
event of an error. The representativeness rule states that the interests, concerns,
and values of the parties involved should be taken into account by the allocation
procedures. Finally, the ethicality rule states that allocative procedures should be
consistent with the "fundamental moral and ethical values accepted by that
individual" (p. 45).

Other researchers have identified additional rules by which individuals
evaluate the fairness of procedures. Thibaut and Walker (1975) noted that
procedures are judged as being more fair if the individuals involved are given a
"voice" -- an opportunity to express one's self before a decision is reached. Tyler
and Bies (1990) point out that the provision and nature of feedback (i.e. its
timeliness, informativeness, etc.) influence perceptions of fairness. Bies and Moag
(1986) argue that interpersonal treatment is also important (i.e. treating the
individual with respect and compassion). While researchers have invested

considerable time identifying and investigating these rules, we currently know very
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little about when a particular justice rule will be used by an individual, and we
know even less about how these rules will be weighted as an individual forms his

or her overall perception of faimess (Gilliland, 1993).

Fairness Perceptions and Affect

Very little empirical research has directly assessed the relationship between
an individual's emotional state and his or her perceptions of the fairness of an
event, despite a recent call for research addressing this relationship (Sinclair &
Mark, 1991). In contrast to the research on positive and negative affect cited
earlier, research relevant to this topic is largely based on Watson and Tellegen's
(1985) conceptualization of positive and negative affect (recall our earlier
discussion, which indicated that these labels appear inappropriate in light of how
these variables are operationalized). Thus positive and negative affect are
measured as two separate factors (as opposed to being measured by a single scale,
with positive and negative affect representing opposite poles). The information
that has been presented on this topic often occurs as a side note in articles, and is
often somewhat tangential to the main thrust of the research presented. For
example, Organ and Konovsky (1989) recently sought to determine whether the
performance of organizational citizenship behaviors (OCB's) was dominated by a
cognitive or an affective component. Based on their analyses, Organ and

Konovsky concluded that OCB's were primarily driven by cognitions. While the
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direct relationship between affect (positive and negative) and fairness perceptions
was not discussed, relevant variables were measured in this study. Digging
through the correlation matrix presented, we find that positive affect was
correlated .23 with pay cognitions, and .44 with job cognitions. Negative affect
was correlated -.21 with pay cognitions, and -.33 with job cognitions. These
variables were coded so that a positive correlation indicated perceived fairness,
while a negative correlation indicated perceived unfairness. All four correlations
were significant. Organ and Konovsky's cognition measures focused on
comparing personal job and pay outcomes with those of various refere<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>