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Lecture purpose & schedule

• 10:15-10:20 Short intro

• 10:20-10:35 Lecture part 1: WHAT- Understand concepts of justice, 
fairness, and diversity

• 10:35-10:50 Lecture part 2: WHY- The value of justice & diversity

• 10:50-11:05 Break

• 11:05-11:50 Lecture part 3: HOW – Current status and future actions on 
justice and diversity

• 11:50-12:00 Q&A



Part I The concepts of 
justice and diversity



Justice in practice
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What is organizational justice?
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Perceived equity/fairness in outcomes, practices, and interpersonal interactions in organizations.

Dimensions:

Distributive fairness (= distributive justice):

Fairness regarding the distribution of results or rewards

Procedural fairness (= procedural justice):

Fairness in the process of how results/rewards are distributed.

Interactional Fairness (= interpersonal + informational justice):

Fairness in the way employees are treated and valued

Source: Gilliland (2018)



Equity Theory 

Adams (1965):
• Comparison of the ratio of outcomes O and inputs I of a person P with a 

comparison person O ("significant other").
• Outputs: Salary, promotion, appreciation, status symbols,...
• Inputs: Effort, qualification, work experience, ...

• Inequality creates tension that is uncomfortable
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How uncomfortable is this tension?
Under certain circumstances very! - Example experiment:



Share your story with neighbors

• Have you ever experienced injustice at work, university or your school? 
If not, do you know someone who have experienced injustice? What 
was it about? 

• Which type of injustice (e.g. distributional, procedural, interactional) 
does it belong to?

5 mins
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What is organizational diversity?

• The degree to which a unit (organization, team etc.) is heterogenous with 
respect to demographic attributes (Pelled et al., 1999)

• Immutable: 
• Gender, age, ethnicity

• Mutable
• Personality, values & beliefs, cognition 

• Relation with organizations
• Tenure, functional area

• Position in society
• Marital status, wealth, social class
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Relationships between organizational justice and diversity
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Justice

Make the numbers 
count

Diversity

Count the numbers

Social equity

Source: Hoang & Suh (2022)



Part II The value of 
justice and diversity



Consequences of organizational justice
12/11/2023 14

Justice perceptions affect a wide 

variety of attitudes and behaviors

• Job satisfaction

• Organizational commitment

• Trust

• Performance

• Organizational citizenship 

behavior

• Counterproductive work behavior

• Withdrawal

• Health-related outcomes

• …

Source: Gilliland (2018)



Interactive effects of justice components
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If even one of distributive, 

procedural, or interactional 

justice is fair, the likelihood 

of retaliation decreases 

(Cropanzano, Bowen, & 

Gilliland, 2007).



Ripple effects of (in)justice

• When organizations treat employees fairly it has a spillover
effect to customers being treated fairly by those employees.

• Third-party reactions: direct and indirect experiences

• What about fourth-party reactions?
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Consequences of organizational diversity

Positive outcomes
!"#$%&'( Increase of knowledge and skills due to different 

backgrounds, experiences

!"#$%&'( Improvements in creativity, information 
processing, and decision-making

!"#$%&'(Realization of full talent of all members of society

!"#$%&'(Equal opportunities, employee wellbeing

!"#$%&'(…

Negative outcomes

)*+,-.Stereotypes, prejudices, exclusion, 
discrimination

)*+,-.Conflicts, disagreement

)*+,-.Less confidence, commitment

)*+,-.High turnover, slower decision-
making process

)*+,-.…



Processes of organizational diversity

Informational/decision-making perspective (the “optimistic” view)
• Focused more on task-related aspects of team inputs and processes
• Diversity à variety of information and expertise, perspectives, methods etc.

Social identity perspective (the “pessimistic” view)
• Focused more on psychological, social aspects of team processes
• Diversity à How people perceive and relate to teammates

Source: van Knippenberg et al., (2004)



Parts I & II Recap

• Organization justice: Perceived equity/fairness

• Distributive, procedural fairness, interactional fairness

• Organizational diversity: The degree to which an organization or team is 

heterogeneous.

• Relationship between justice and diversity: Closely related but not identical

• Perceptions of fairness influence various work attitudes and behaviors

• Diversity can be a double-edged sword

• Information/decision-making and social identity perspectives
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Part III Current status & 
future actions on 
justice and diversity



Positive changes
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Vertical differences

• Still limited research…
• And most research focus on 

pay differences



Gender inequality in Denmark
Gender distribution of Nordic governments

Out of a total of 20 ministerial posts, 14 are held by male politicians. 
This means that less than a third of ministers are women.

How gender balance has evolved in Danish governments

Source: https://www.altinget.dk/eu/artikel/danmark-halter-bagud-med-ligestillingen-faa-overblik-over-koensfordelingen-i-nordiske-regeringer-her



Different forms of gender discrimination

• Metaphors: glass ceiling, glass cliff, glass walls, glass 
escalators, sticky floors ……

• The glass ceiling : a transparent barrier that keeps
women from rising above a certain level in organizations
(Morrison, White & Velsor, 1987)

• The glass cliff : women may be preferentially placed in 
leadership roles that are associated with an increased 
risk of negative consequences. (Ryan and Haslam, 2005)

• Decision maker side:

• Leadership advantages

• Strategic changes

• Shoulder the blame

• Applicant side: pool of applicants changes in the 
times of crisis

Source: Sabharwal (2015)



Are organizational justice rules gendered?

• Do reactions to justice violations are biased by the sex of the offending 
managers?

• Study 1 & Study 4: Do people react differently to men and women who
engage in interactional justice rule violations?
• Study 2: Do people react differently to men and women who engage in 

interactional violations and procedural justice rule violations. 
• Study 3: The degree to which different justice violations are viewed as 

unacceptable for men and women.
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Source: Caleo (2016)



Findings – Study 1 & Study 4

• Supervisors face unfavorable consequences when they violate justice rules
• Women were rated less favorably than men when they exhibited 

interactional injustice
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Findings – Study 2

• Women were rated less favorably
than men when they exhibited 
interactional injustice, but not when 
they engaged in procedural injustice

• Reactions to men’s and women’s 
interactional justice violations are 
more driven by the belief that the 
justice violation is less accepted for 
women.
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Findings – Study 3

• Interactional justice violations (e.g., being impolite, not caring about the 
well-being of subordinates), but not procedural justice violations, are 
deemed less acceptable for female managers than male managers
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Racial discrimination—Evidence from an experiment

Are Emily and Greg More Employable Than Lakisha and 
Jamal? A Field Experiment on Labor Market Discrimination

• Large racial differences in callback rates

• Race also affects the reward of having a 
better resume



Racial discrimination in public and private organizations



Racial discrimination in public and private organizations

Is the Public Sector a Fairer Employer? Ethnic Employment 
Discrimination in the Public and Private Sectors
(Villadsen and Wulff 2017)

Method
• Sent out artificial applications with either an ethnic Danish or an 

ethnic Middle-Eastern name
• Not differentiated postal address; Similar work experience and 

educational background



Racial discrimination in public and private organizations

• CV with Danish names - 3 interviews for every 10 applications; CV with 
ethnic name - approximately 15 applications to get the same number of 
callbacks. 

• Public and Private Sectors Seem Equally Biased in Hiring



Question

What would you do to reduce gender / racial discrimination in 

personnel (or CV) selection as an HR manager?

5-10 mins
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How to manage fairness?
Distributive Fairness:

• Ensure an appropriate ratio of inputs and outputs for those affected as well as for 
comparators within the company

Procedural fairness:

• Listening to those affected by decisions and involving them where possible

• Make procedures transparent and apply them uniformly

Interactional Fairness:

• Adequately inform affected persons and treat them with dignity and respect

• In contrast to distributive and procedural fairness under much stronger direct control of 
the acting persons

Source: Adams (1965); Gilliland (2018) 



How to manage diversity?
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Horizontal differences

• Differences in specializations, social categories, cohorts, 

or backgrounds.

Vertical differences 

• Differences between members that emerge from the 

vertical differentiation of members within formal or 

informal hierarchies of power, status, prestige, or 

privilege

Consider the interplay between horizontal differences 

& vertical inequality!

Source: (Bunderson and Van der Vegt, 2018)



Part III Recap

• While diversity and justice are valued by contemporary 

organizations, gender and racial segregation are persistent.

• Different forms of gender discrimination: glass ceiling, glass cliff…

• Women are rated less favorably than men when they exhibite

interactional injustice

• Ethnic minorities are less favored in job applications
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Main take-aways

• Three basic dimensions of fairness can be distinguished - distributive, 
procedural, and interactional fairness 

• all three dimensions are important

• Fairness has many effects on the perceptions and behaviors of employees 
in organizations.

• There are still a long way to go to enhance organizational diversity and 
justice.

• Future: Targeted measures to improve fairness; The interplay between 
horizontal differences and vertical inequality
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