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Abstract

Company’s success in conducting organizational change may fail due to the cynical attitude of
employees towards the change efforts implemented. This employees’ attitude towards organizational
change is more likely directing to become pessimistic and apathetic, which may influence the success
of change process. The purpose of this study is to find the impact of organizational justice as a
predictor of cynicism about organizational change. Data collected using a Cynicism About
Organizational Change (CAOC) and Organizational Justice Scale (OJS) questionnaires. There were
281 respondents who were permanent employees – with at least 2-years tenure - working in
companies that had undergone changes. This study shows that organization fairness had a significant
negative effect on CAOC (r = - 0.238, p < 0.01). Multiple regression analysis on the organizational
justice dimensions showed that only interpersonal fairness dimension had significant negative effect
on cynicism towards organization change in an independent way (β = -0.293, p < 0.005). This study
shows that organizational justice has negative and significant effect on cynicism about organizational
change, moreover on dimensionality level, interpersonal justice has effect on cynicism about
organizational justice in an independent way.
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1. Introduction

Organizational change is essential to organizational
growth. Lewis (in Rafferty, Jimmieson, and Armenakis,
2013) stated that organizations perform medium to major
scale of organizational change at least once in four to five
years. Changes in organizations are performed to survive
the global challenge in the fast-growing market which
affected by technologies, globalization, and competition
(Hampel and Martsons, 2009). Although needed and
essential for surviving, organizational changes often
failed. Ashkenas (2013), for example, showed that 60% -
70% change efforts are considered failed, the changes did
not give the result needed by organization. Organizational
change is affected by various factors that are content,
context, process, and individual differences (Walker,
Armenakis, and Bernerth, 2007).

Individual differences may affect employees’ attitude and
behavior towards organizational change which will affect
the result of change efforts (Walker, et al., 2007). This
then should be investigated further to ensure the likeliness
of organizational change success.

Failure in organizational change could affect employees in
various ways, one of them is developing cynicism on
organizational change efforts. Cynicism about
organizational change (CAOC) may cause disruption on
future organizational change efforts. CAOC is defined
here as “a pessimistic viewpoint about change effort being
successful because those responsible for making change
are blamed for being unmotivated, incompetent, or both”
(Wanous, Reichers, and Austin, 2000: 133). High level of
CAOC in organization will negatively affect and cause
failure in change efforts being made (Wanous, Reichers,
and Austin, 2000). During the implementation of
organizational change, employee and supervisor
relationship, communication, and engagement in decision
making could be a factor in developing CAOC (Wanous,
Reichers, and Austin, 2000).

The relationship between employees and supervisor is
essential in change efforts. Employees need to perceive
that they are given enough information and fair
opportunities (Colquitt, 2001). Other factors that may
affect relationship between employees and supervisors is
organizational justice.



Organizational justice is a term used to describe justice in
the work place (Moorman, 1991). The effect of
organizational justice in times of change, need to be
investigated further because resources redistribution
process in organizational change will create a perfect
condition to evaluate employees’ perception of fairness
(Bernerth, Armenakis, Feild, & Walker, 2007).

Organizational justice is divided into four dimensions,
namely: distributive justice which based on fairness of the
result received, procedural justice which based on fairness
of procedure used in decision making, interpersonal
justice which based on fairness of treatment given to
people in terms of politeness, dignity, and respect, and
informational justice which based on fairness of
explanations provided to people that convey information
about procedures and outcomes (Colquitt, 2001).

This study has an objective to investigate the direct effect
of organizational justice on CAOC. Given that
organizational justice has various effect on organizational
change efforts, such as employees’ identification in
changed organization, openness to change and cynicism
about change (Lipponen, Olkkonen, and Moilanen, 2004;
Chawla and Kelloway, 2004; Foster, 2010; Wirawan,
2013; Wu, Neubert, and Yi, 2007), this study aims to
further investigate the solitary effect of organizational
justice on CAOC. Relationship between these variables
are shown in factors that affecting CAOC, namely the
lack of communication and appreciation from supervisor
and organization representatives (Reichers, Wanous,
Austin, 1997), where fairness in communication and
appreciation are the main things to assess in perceiving
organizational justice (Hollensbe, Khazanchi, and
Masterson, 2008). Based on this discussion, researcher
propose the following hypothesis for this study:

H1: Organizational justice have negative and significant
effect on cynicism about organizational change.

2. Methods

A. Data Collection

Data was collected using two questionnaires, namely: 1)
Cynicism About Organizational Change measurement,
which was developed by Wanous, Reichers, and Austin
(2000) and modified into Indonesian language, consists of
8 items; 2) Organizational Justice Scale, which was
developed by Colquitt (2001) and modified into
Indonesian language, consists of 20 items and divided into
four dimensions, distributive justice, procedural justice,
interpersonal justice, and informational justice. Data were
analyzed using descriptive statistics and multiple
regression.

B. Sampling and Sample

Sample was collected from permanent employees with 2-
years minimum experience in the same organizations
which have undergone organizational change in the last 6
– 12 months. Sample was limited to employees who work
in Jakarta, Bogor, Depok, Tangerang, and Bekasi.

Samples were chosen by convenience sampling. The
number of participants of this study were 281 participants
with the profile of the majority of participants as follows:
within age range of 24 – 35 (64.4%), male (53.7%),
bachelor’s degree (72.6%), length of works between 2 – 5
years (43.8%), staff (53%).

3. Results

This study revealed that organizational justice had
negative and significant effect on cynicism about
organizational change, r (279) = -0.238, (p< .01). Further
analysis on the dimensions of organizational justice
through multiple regression, however, showed that only
interpersonal justice affects CAOC in an independent
way.

Table 1 shows the result of hierarchical multiple
regression analysis conducted in this study. The result
showed that 7.7% variance of CAOC can be explained by
interpersonal justice and showed that interpersonal justice
affects CAOC by β = -.277. The result showed that
combined by other dimensions of organizational justice,
7.8% variance of CAOC could be explained by
organizational justice. This result showed that procedural
justice distributive justice, and informational justice don’t
affect CAOC in independent way.

Table 1. Regression Analysis on Organizational Justice
Dimensions and CAOC

Organizational Justice
Dimensions

CAOC
r R2 β Sig

Step 1
Interpersonal Justice -.277** 0.077 -.277 .000**

Step 2
1. Interpersonal -.277** 0.078

Sig =
0.000**

*

-.293 .003**
2. Procedural -.207** -.010 .942
3. Distributive -.180** -.040 .676

4. Informational -.214* .059 .665

4. Discussion

This result showed that the hypothesis is accepted,
organizational justice has negative and significant effect
on cynicism about organizational justice. Organizational
justice is a crucial factor in organizational change attempt
as it may affect employees’ cooperation with the change
(Oreg & Dam, 2008). Employees are important element in
organization that are affected and affect the organizational
change, therefore their cooperation is needed in
organization change attempt. CAOC is one of the factors
that may fail the change efforts taken in organization.
CAOC will result in pessimistic viewpoints which lead
into apathetic behavior on change efforts undertaken in
organization (Wanous, et al., 2000). This study showed
organizational justice could affect CAOC significantly,
when employees perceive that they are being treated fairly
by organization, they have lower level of CAOC. In times
of change, redistribution of resources is involved and the
change will lead individuals to re-evaluate the fairness of
the organization (Oreg & Dam, 2008). Thus, perceiving
the change as being fair will encourage employees to
accept the changes, perceiving the opposite will increase



the chance of resistance to change (Bernerth, Armenakis,
Field, & Walker, 2007). Cynicism about organizational
change is another form to resist change by being
pessimistic and putting the blame on those responsible for
the change. High level of CAOC is said to be self-
fulfilling prophecy on organizational change failures
(Wanous, et al, 2000).

Further analysis on dimensions of organizational justice
showed that only interpersonal justice dimension had a
negative effect on cynicism about organizational change
in an independent way. Interpersonal justice refers to how
people perceive fairness in politeness, dignity, and respect
in treatments given by authorities (Colquitt, et al., 2001).
Colquitt, Conlon, Porter, & Ng (2001) further stated that
interpersonal justice affects the perception of results or
decisions, sensitivity shown in behaviors will make
people feel better, even in unfavorable situations. In times
of change, employees are faced with unfavorable
situations because they have less control on their jobs,
increased uncertainty, and doubt on their competencies
which lead employees to resist organizational changes
(Kanter, 2012). Therefore, interpersonal justice shown by
organization might help employees to cope with
unfavorable situations and become less cynical about
organizational change.

This study was conducted in organizations specialized in
financial industry, during the opening of ASEAN
Economic Community. Organizational changes
undertaken were mostly strategic changes and
restructuration of the organization, these characteristics
may have effect on the results, thus limit this study. Future
research should look into other organizations in different
industries, to get better understanding on cynicism about
organizational change.

However, this study research cynicism about
organizational change as unidimensional construct, next
study regarding cynicism about organizational change
should look further into CAOC as multi-dimensional
construct, as suggested by Wanous, Reichers, and Austin
(2000). CAOC dimensions are pessimistic viewpoint and
the act of blaming the ones responsible as being
unmotivated, incompetent, or both (Wanous, et al., 2000).

5. Conclusion

This study attempted to get better understanding on a
factor affecting organizational change attempt, namely
cynicism about organizational change. Cynicism about
organizational change is a learned behavior affected by
employees’ interaction with organization. Employees’
interaction with organization also affect and is affected by
organizational justice, the employees’ perception on
fairness in workplace.

This study showed that organizational justice, especially
interpersonal justice dimension, have negative and
significant effect on cynicism about organizational
change. This means treating employees fairly, especially
in interpersonal relationship, during times of change is

important in order to keep employees feeling optimistic
about the change undertaken which may make employees
more cooperative.

This study also showed that one of the important factor in
conducting organizational change are psychological
aspect of employees. Employees need to perceive that
they are treated fairly with dignity and appreciation to
minimize the development of cynicism about
organizational change.
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