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Impact of Distributive Justice on the Involvement at Work
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Abstract This study focuses on the impact of the distributive justice on the involvement of the staff from Sylvanus
Olympio Teaching Hospital (CHU SO) in the work. It covered a sample of 110 employees paid by the self-supporting budget
of the CHU SO. A data processing and analysis through quantitative and qualitative methods were carried out to verify the
influence of the distributive justice on the involvement of the CHU SO employees. The results of this study suggest a
relationship between the different elements (wage policy, work environment, participation in training ...) of the distributive
justice mechanism and the involvement in the work. All the relationships are significant and confirm the importance of the
distributive justice in the involvement of the employees in the workplace.
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1. Introduction

The distributive justice is a dimension of the
organizational justice and refers to how employees perceive
the distribution of allowances and compensations in an
organizational context [1-4]. Concretely speaking, the
compensations can take many forms, such as monetary
(salary, bonuses, allowances, etc.) or non-monetary, such as
incentives or promotional opportunities. An employee is able
to assess the distributive component of the organizational
justice by comparing his or her compensations to those
received by another employee who is part of the same
organizational context or who is doing the same work as he
or she does. This assessment refers to the theory of equity
developed by [5]. According to this theory, the employees
compare the ratio of their perceived compensation (earnings
and benefits) and their perceived contribution (effort,
performance) with the corresponding ratio of other workers
[6]. If the ratios are not equal, the worker with the higher
ratio is unfairly overpaid (he or she feels guilty) and the
worker with the lower ratio is unfairly underpaid (he or she
feels frustrated). According to this theory, the equal ratios
lead to a state of equity, which in turn leads to a sense of
achievement. Although this theory has been modified and
refined over the years, the concepts of equity and social
comparisons have remained in subsequent models.

Many equity theorists agree that the comparisons with
others are not the only way for employeesto determine
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whether they are fairly or unfairly paid. According to [7], a
worker, when assessing the justice of his/her salary, can
compare himself or herself with others but can also use the
system or himself/herself as a reference. According to the
author, the word “system” means the use of the contract
(implicit or explicit) whereby the employee becomes a
member of an organization and receives compensation in
exchange for certain contributions. When using himself or
herself as a referent, the comparison is done using the result
of the current ratio and a previous ratio or a future ratio that
can be achieved according to him or her.

Today, when we talk about the distributive justice rule,
three referents (or types of comparisons) are mentioned. This
is the comparison with employees within the organization
(internal equity), with oneself or one’s own characteristics
(individual equity) and with others outside the organization
(external equity).

A study carried out by [8] confirms that various concepts
of equity do not have the same importance to individuals.
Their study accesses the relevance of the three types of
equity as referents in the assessment of the processing
received by the organization among executives at all levels.

This is in line with the studies carried out by [9] on the
determinants of the salary satisfaction. Indeed, these
researchers find that the comparison with others (external
equity) in determining the salary satisfaction is not so
obvious (contributing almost nothing to the prediction of
salary satisfaction) and deserves more critical consideration.
[10] also found similar results.

In the 1970s, in the face of the failure of the equity theory
to explain all the responses to compensation systems and
hoping to achieve a greater understanding of the justice
system, some authors came up with alternative rules of
distribution [11]. In addition to the equity rule, two other
rules were identified. These are the rule based on the needs,
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that is, the compensation distribution is based on individual
needs, and the rule of equality, that is, an absolutely equal
distribution among the various employees [12].

Based on the needs and mission of the organization, the
latter will choose various ways to distribute its resources
among the employees. The individuals use the rule of equity
when the business aims at maximizing the productivity of the
group. They use the rule of needs when the one distributing
the compensations is a friend of the employees and they
rather use the rule of equality when the organization aims at
harmonizing and minimizing conflicts [13].

The scientific literature shows that the distributive justice
has significant effects. [14] find an indirect link, via job
satisfaction, between the pay equity and involvement in
the work. The involvement in the work leads to some
desirable behaviors for the organization, such as helping a
colleague with problems, tolerating inconvenience without
complaining, promoting a positive environment, protecting
the resources of the organization. The results of their
research show that in people who are already satisfied at
work, an equity perception will lead them to be more
involved.

Indeed, the involvement in the work is defined as a general
force that leads the employee to identify and commit himself
or herself to the organization in which he or she works [15].
The involvement in this research will refer specifically to:
punctuality and regularity at work, attendance at work, speed
of work, enthusiasm and efficiency at work, dedication to

work and desire for a career advancement in the organization.

This definition is based on the moral involvement concept of
[16] and the attitude involvement of [17]. Therefore, this
study aims at understanding the link between the distributive
justice and the involvement in the work observed among the
employees of a Teaching Hospital.

2. Methodology

In order to achieve the collection of reliable information
that can be used to verify the influence of the distributive
justice on the behavior of involvement in the work, we chose
to limit the study to employees that are paid by the
self-supporting budget of the Teaching Hospital (CHU) SO.
The Hospital is located in the heart of Lomé on a hill at the
Centre - West of the Lomé —Tokoin area.

From a non-stratified sampling, the so-called «anybody »
method, 137 employees all categories included agreed to
complete the questionnaire out of a total of about 450
employees.  After collecting and processing the
questionnaires, only 110 were successfully completed and
therefore considered workable. This number then forms the
study sample.

For the pre-survey, we opted for a direct and participatory
observation supplemented by four (04) exploratory
semi-zzdirective interviews. Regarding the survey itself, a
questionnaire is used for the collection of information. We
used the direct administration technique of the questionnaire

because the sample is made up of educated people.

The questionnaire distributed included 32 questions. This
is indeed a Likert-type questionnaire, where the respondents
must indicate their level of agreement on an assessment scale
ranging from 1 to 3 (disagreement, agreement and total
agreement). Note that the proposed responses are odd in
order to guide the undecided towards these choices, but less
accurate in order to avoid the random answers.

Therefore, to assess the distributive justice, we use the
scale developed by [18]. With this scale of 4 items that
assesses only the internal equity of the distributive justice, a
complement of 9 other items developed from the definitions
of the authors such as [19-21] in order to assess the external
equity. A questionnaire developed based on the scale of [22]
translated into French by [23] is used to assess the
involvement behavior of the employees of CHU SO.

For the data processing, we used statistics, which allow us
to calculate the percentages, frequencies and indices of
relationships between the variables.

By the way, all of these calculations were done using the
statistical program SPSS 17.0 (Statistique Package of Social
Science).

To analyze the data collected, we opted for the semantic
software method. It takes into account the obvious content.

Characteristics of the Sample
- Age of the respondents

Identifying the age group of the respondents in the
scientific research is important because the sensitivity to
problems is not the same in the adults as in the youth.
Therefore, the age of the respondents to the research
questions plays a role in the reliability of the information
collected.
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Chart 1. Distribution of the respondents per Age

Based on this table, the majority of the respondents are
between 36 and 45 years old at 43.63%. This « age » variable
shows that staff of CHU-SO is relatively young.

- Education Level of the respondents

It is important to know the education level because it has a
direct correlation with the reliability of the information and
data to be collected from the study population.
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Chart 2. Distribution of the respondents per education level

The Al and A2 categories include the directors, doctors,
senior health technicians; category B refers to the nurses,
accountants — managers, secretaries, etc.; category C
includes sick guards; category D covers manoeuvers,
security guards, etc.

- Work experience (seniority) of the respondents

Table 1. Distribution of the respondents per work experience

Seniority Workforce Percentage (%)
0 -5 years 15 13.64
06 — 20 years 38 34.55
Over 21 years 57 51.81
Total 110 100

This table indicates that 13.64% have a seniority of 0 — 5
years. The largest number are those who have more than 21
of seniority, that is, a total of 52%.

- Hierarchy level

The hierarchy position is that related to the role and/or
responsibilities within the organization.

Table 2. Distribution of the respondents per hierarchy level
Socio-professional Categories | Workforce Percentage (%)
Senior executives 11 10
Medium-level executives 67 60.91

Execution staff 32 29.09
Total 110 100

According to the table, the staff is heterogeneous with the
executives representing 10% of the workforce; 60.91% of
medium-level executives make up the large workforce and
29.09%, that is, the small staff called the execution staff are
paradoxically poorly represented.

3. Results

The Teaching Hospital (CHU-SO) assigns to all the jobs
within itself a minimal opportunity for motivation.
So, depending on the responsibilities, the jobs and their
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characteristics, benefits are granted to motivate the
employees. The characteristics of the duty represent all the
stable aspects of the work environment related to this job. All
these characteristics are distributed per key components that
are the variety of skills mobilized, task identification,
autonomy, feedback. These characteristics are a factor of
moral comfort that evokes positive collective attitudes such
as a sense of collective justice. On the industrial relations
level, however, there are discriminatory fears.

For example, all the employees of CHU-SO receive a
contagion risk bonus per socio-professional category
because of their exposure to diseases. But the problem is the
distribution of these bonuses, and the responding agents are
82% opposed to equity in the distribution of the bonus
amounts. The trend is not very different in terms of their
sense about the designations for training.
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Chart 3. Distribution of the respondents per participation in training

More than 55% of the respondents do not take advantage
of training and therefore do perceive any injustice in the
choice of the employees to be trained.

- Compensation policy

Items 8: Your earnings result from your efforts in the work
Items 10: My salary matches with my position.
Items 11: My salary matches with my diploma.
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Chart 4. Distribution of the respondents per sense of equity
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The satisfaction of the employee vis-a-vis the
compensation policy of CHU —SO -Lomé, allow to note the
link with his/her perception of the distributive justice equity
principle. It is related to the level of salary received (base
salary) and the frequency of salary increases allocated by the
organization (bonus, advancements).

This chart clearly shows that 80% of the sample do not
agree with the practice of pay equity. This is especially true
for medical staffs who estimate, in addition to their
qualifications, the penalty payments, burden of overtime and
the risk of contamination due to their high exposure to
diseases. This may have probable implications on the
relationship within this Teaching Hospital.

- Social Environment

Items 13: You work in a good social environment
(industrial relations)
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Chart 5. Distribution of the respondents per social sense / environment

The results of the study show that 48.18% do not agree
with the atmosphere at work, compared with only 6.37%
who say the social environment is good. The table below
provides a clearer picture of the respondent’s involvement
situation.

Table 3. Synthetic distribution of the respondents in relation to
determinants of their involvement in the work

Items Degree of Workforce Percentage
Agreement
o Total agreement 19 17.27
I am optimistic
about my CHU Disagreement 55 50
ambitions and More and less 36 32.72
expectations Total 110 100
. Total agreement 38 34.43
I have no choice
but to stay at the Disagreement 67 62.01
CHU because | More and less 15 13.64
it |
own its problems Total 110 100
Total agreement 37 33.64
I'am totally Disagreement 0 0
committed to my
work More and less 73 66.36
Total 110 100
If | had another | Total agreement 45 40.91
job opportunity, Disagreement 59 53.64

I would not find More and less 6 5.45
it right to leave
the CHU Total 110 100
Total agreement 8 7.27
I 'do not feel like Disagreement 59 53.56
being part of the
CHU family More and less 43 47.3
Total 110 100
Total agreement 12 11
Are you always Disagreement 51 46. 30
punctual and
regular at work? More and less 47 42.70
Total 110 100

From a 50% negative to a 34% mixed response, the
respondents are less optimistic about their ambitions and
expectations vis-a-vis the CHU-SO. Similarly, 62% of the
respondents refused to consider the problems of CHU as
their own. This is confirmed by the mixed response of
66.36% regarding their perfect commitment to their work.
Therefore, 54% of the respondents are willing to leave the
CHU-SO if an opportunity is given to them. Approximately
47% of the respondents are still in doubt. This may explain
why only 11% of the respondents are always punctual
and regular at work. From the foregoing, one might think
of a possible connection between the perception of the
distributive justice and the involvement in the work.

4. Discussions

Let’s recall that this study aims at exploring the impact of
the distributive justice on the involvement of the teaching
hospital employees in the work. So in this section, we shall
give a psychological coloration to the results.

The literature specialized on the distributive justice shows
that there is sometimes an inequity in the treatment of
employees in the organizations. In the case of the CHU-SO,
the employees do not agree on the practices of the
compensation system and on the choices made regarding the
participation in the training. The analysis of these results
reveals that there is a bonus distribution grid. Moreover, for
most of the respondents, the designation procedures for
internships, training and seminaries are unfair (Chart 3).
These elements sufficiently demonstrate that there is a
concern regarding the distributive justice at the CHU SO.

Furthermore, Chart 5 shows the existence of a deleterious
social environment caused by the accumulated frustrations at
the CHU SO. According to the staff, there is an inequity in
the distribution of bonuses and the choices for training.
The employees compare the ratio of their perceived
compensation (bonus and training) and their perceived
contribution (workload) with the corresponding ratio of other
colleagues and they notice that the ratios are not equal. This
situation frustrates and creates a sense of relational
dissatisfaction between the employees of CHU-SO. Under
these conditions, the industrial relationships can only suffer
from inadequacies that will undoubtedly affect the work
environment.
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Our results are consistent with those obtained by [24] who
found an indirect link, in terms of job satisfaction, between
the pay equity and the involvement in the work. They are in
line with [25-28].

However, to conclude this section, we note that this study
has methodological limitations. On the one hand, it should be
noted that the external validity of the research was limited to
110 employees who voluntarily agreed to participate. On the
other hand, the use of the questionnaire to collect as much
information as possible by touching a large number of
employees did not allow us to obtain spontaneous
information but generated ones. This may not always be
consistent with the realities of the field at the CHU-SO.
Nevertheless, in order to fill these gaps, we used interviews
and observation that allowed us to access certain details to
confirm or deny the answers of the respondents.

Our objective in this study is to explore the impact of the
distributive justice on the involvement in the work. However,
we noted that this issue has been subject to very little
research, especially in Africa. It has remained virtually
unexplored in the hospital sector in Togo. To our knowledge,
regardless of the region or sector, no study in Togo has been
conducted on the impact of the distributive justice on the
involvement in the work in the hospital sector. Hence the
originality of this research presented in the academic
context.

The results of this study allow to have a new perspective
on the distributive justice and to deepen the knowledge of
the history of the involvement in the work and the
manifestations of «non- involvement».

5. Conclusions

Any organization, whether private or public, will always
need Human Resources when it wants to be performing and
competitive. However, the practice in terms of Human
Resources Management encounters a number of difficulties
such as frustration, misunderstanding, conflicts and even the
perception of injustice in the distribution of allowances.
These factors being able to put the organizations at risk, it is
about finding or striving for the best fit, in order to retain and
return on investment through human capital productivity.
Therefore, it is preferable to gain the trust of its employees
and the practice of equity in the distribution of allowances is
a variable.

It is in this context that this study wanted to explore the
impact of the distributive justice perception on the
involvement in the work at a Teaching Hospital. The study
has the advantage of being carried out on a nearly
heterogeneous population of health staff, which helps to
understand the manifestations of the distributive justice and
its consequences. The study provides information on the
distributive justice as well as on the involvement in the work
and the behaviors that underlie the «non- involvement».

In this regard, it is good to know that a loss of means
linked to the iniquity is fatally higher than a gain of means
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linked to equity. So, if the employers want a good
involvement of their employees in at work, a permanent
effort will be necessary in terms of distributing the
allowances. This would help improve the perception of the
distributive justice that could positively affect the
involvement and therefore the performance of the workers.
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